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ABSTRACT 


This thesis examines the impact selected work 
variables have on the satisfaction of rank and file 
workmen. Also examined is the relationship of worker 


attitudes to absenteeism, turnover, and job performance. 


The study begins with a review of relevant 
literature which has contributed to contemporary thought 
regarding worker motivation and job satisfaction. This 
is presented in order to establish a theoretical base 
for understanding the behaviors of people in the work 
environment. The discussion directs attention to the 
ways in which individuals develop satisfactions and it 
is particularly relevant to supervisors who wish to im- 


prove their understanding of their subordinates. 


A survey of the management literature is then 
made in order to elucidate the effects highly fragmented 
jobs have on workman satisfactions. The discussion goes 
on te= include the effect that supervisory methods, work- 
ing groups and wages have on the establishing of positive 
or negative attitudes of first level employees. Finally, 
there is an examination of the relationship that worker 
satisfactions have with the selected work behaviors men- 


tioned-above. 
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The study is intended to discuss certain ques- 
tions of concern to management by focusing on some 
theoretical and practical issues which may aid in the 
improvement of supervisor-subordinate relations in in- 


dustrial organizations. 
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CHAPTER I 


INTRODUCTION 


Purpose of the Study 


This thesis proposes to examine some of the 


literature which bears upon the relationship between 


workman satisfactions and certain behaviors he mani- 


fests in the workplace. It is the author's belief 


that this objective will be satisfied by: 


(1) 


(2) 


(3) 


Analysing differing theories which have 
contributed to contemporary thought re- 
garding worker satisfactions with the in- 
tention of providing a framework which 
will enable one to formulate a concep- 
tualization of the psychological proces- 
ses which takes place when a worker deve- 
lops satisfactions and dissatisfactions. 
Surveying the empirical research bearing 
upon selected work variables considered 
to be significantly related to job satis- 
faction. These variables are job content, 
supervision, work groups and wages. 


Examining the impact of workman satisfac- 
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2 
tions upon job turnover, absenteeism and 


performance. 


Scope and Limitations of the Study 


The study is essentially aimed at providing a 
review of the more relevant literature which bears 
upon the topic outlined above. It is obvious to any- 
one reviewing the literature, however, that the mul- 
titude of material that supports, overlaps, and at 
times contradicts itself on the question of worker 
satisfactions and the impact it has for behavior can 
be overwhelming. Therefore, to keep the review within 
manageable limits, the focus of this thesis is restric- 
ted to a discussion of the consequences rank and file 
worker job satisfactions have for the dependent varia- 


bles of turnover, absenteeism and performance. 


Overview of the Topic Area 


The past two decades have witnessed an impres- 
sive development in management theory and practice. 
Many of the developments are a direct result of contri- 
butions from the various disciplines of the behavioral 
sciences which have changed the way of thinking about 
human behavior. Traditional approaches to behavior 


have been greatly modified in the face of this new evi- 
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3 
dence and in many quarters an appreciation for the 
complexity of man's behavior has replaced the simple 
assumption that individuals in organizations are "pas- 


sive instruments motivated only by economic ean. 


Much of the behavioral research has sought to 
determine how people behave and why they do so. The 
research has followed many directions; however, one of 
particular significance for management has centered 
about human motivation and satisfaction. Most of the 
work in this area has produced recognition of the fact 
that human behavior is directed toward the satisfac- 
tion of human needs. A major focus of these investi- 
gations have been on differentiating various human 
needs, isolating particular needs and examining their 
effect on behavior, and studying how these needs are 
structured. 7 Another important direction research on 
motivation and satisfaction has taken involves the 


recognition of the cognitive aspects of individuals 


lor the view of human behavior associated with 
traditional approaches to management see, Joseph L. 
Massis, "Management Theory," in Handbook of Organiza- 
tions, ed. by James G. March (Chicago, Illinois: Rand 
McNally and Company, 1965), p. 405; Edgar H. Schein, 


Organizational Psychology (Englewood cliffs, New Jersey: 
Prentice-Hall Inc., 1965), pp. 43-65. 


* the investigation into this aspect of motiva- 
tion and satisfaction was originally documented by 
Maslow and for a complete discussion see A. H. Maslow, 
"A Theory of Human Motivation," Psychological Review, 
50 (1943), pp. 370-396. 
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4 
and the effect that values, expectations, and percep- 


tions can have on behavior.° 


These contributions have 
produced models which not only reflect the complexity 
of behavior but also serve to show how certain work 


variables will affect behaviors. 


Work content, supervisory behavior, working 
groups, and wages have all been identified as key 
variables in organizational settings which influence 
the satisfaction and ultimately the activities of 
workers. A considerable amount of evidence has also 
been gathered which indicates that job behavior re- 
sulting from negative attitudes about the work environ- 
ment are culminating in costly absenteeism, turnover 
and inept performance. In view of this, it seems to 
be of particular importance to discuss, under one cover, 
some factors which will contribute to improved morale 


and job satisfaction. 


Organization. of) the study 


This introductory chapter has stated the purpose 
and scope of the study to be undertaken, and has presented 


an overview of the topic area. Chapter II is 


3 
For an insight into the cognitive aspects of 


satisfaction, see Talcott Parsons and Edward Shils, Toward 
a Theory of Action (New York: Harper and Row, 1951), p. 
53. 
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directed toward an examination of various psychologi- 
cal theories which have aided in the development of 
contemporary thought regarding motivation and satis- 
faction. Also discussed are theoretical conceptuali- 
zations which have developed from these theories and 
which are intended to provide a framework upon which 
one may more easily understand human behavior. Chap- 
ter III reviews the relevant Literature which bears 
upon selected work variables and the impact they may 
have in the development of worker satisfactions. The 
intention of this chapter is to present to the reader 
several areas where positive or negative attitudes 
may develop in the workplace. Chapter IV discusses 
the implications that satisfactions will have for job 
turnover, job absenteeism and work performance beha- 
viors. Chapter V summarizes the value this paper has 
for the supervisor in the workplace. Also contained 
in this chapter are some concluding remarks of the 


author. 
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CHAPTER ITI 
THE THEORETICAL BASIS OF SATISFACTION 
introduction 


If one is to examine the behavioral impact of 
job satisfaction upon absenteeism, turnover, and per- 
formance, it seems prudent to start by presenting a 
set of conceptual tools about human personality and 
motivation. This necessity holds because an indivi- 
gual’ s predisposition or inclination to act is an 
important variable in determining and identifying 
those factors which will impinge upon, and effect 


worker satisfactions. 


Instinct Theory 


One of the earliest ways of thinking about per- 
sonality and motivation is found in the theory of ins- 
tinct. The central assumption of this theory is derived 
from Darwin's survival of the species notion, indicating 
that because life is a struggle for survival, nature has 
provided certain innate ways of warning of approaching 


threats to continued existence. 


: } 
- 7 7] en 
= ' ion _<f 
r: | 
y 
a 

ca = we 

es eee } 
* - nes, oes M 


= +s 2 Ewe _ My re 
zs 7 ie ‘ me | > ‘ oe < i ee eee) & 
¥ ey } = Le b M A tA a. 
7 Phi, 
“ 3 mR Fal 
i £ 
t ny j 
, a te ~~ —_ oo. “~ ay ri - “ 
= ~ 1 
ic ae . r 
= ' oo es. me = 
, Sak rf ' 
f i Am, oy 
x 7 - 4 P 4 = a 
1s 7 . = 
¢ ‘ me -e ig - ee or our 
© a t , As “ te « 4 * ‘ 
s rT ff mn, “ 
sa 5 : hg web 4 {1 j 1 § pt 
, rT. 
_ rs - i , a 
os LiFD é ' = a, i Of Ee et. BY 2 { at pa © 
< eon fs ee 
= 
‘ 
i oie ee Pe Pv . . 
£31 ~- e. € pra oc Bik SITE bh? 43% { \& 
* y ae pe att 
1 in a rok 5 78 a 
a i j d ‘ 
= ‘ ; b: a it be i bo. ‘ aoe, so 
- y ae ae et 4 hat a —*% is See v af 27h oe | 
+ he , re tod 
S - SiS ch y 4 ” 
ah 4% Fa - be 
7 e e ° a y 7 \¢ 
: Oris. .Mocd @piiredae Law ciooce WIRES 
‘4 = - a; = e ~_ 
= : Gk ks 
( ' 
ys PY ‘ : 
> ty 2 ie re o 
: | %s fs aE a Ts . 3 
Z 4 , = Re Em 
4 ‘ — — ; 


= 7 3 ¥ “4 ler: al, oe oh / sf at © ot 
YAsSe nr -Apecseet ~~ s 
: so canna a asia a. 


“in a8 Pest ih a) 
Tha. «| tBi3.0es. ant 
ens Pus oe 


sy ‘Sap s ete 


8 etsiat cisdied 
sa Se “oe; seo 
ee. . re > er 
S.. SSLUirIgey ~@).2 
i‘ fy = is Baal La 7% S _ } 


= 


7 
William McDougall, one of the foremost propo- 

nents of the instinct doctrine, believed that man was 
natively endowed with certain instincts which led him 
to react in specific ways to specific situations. He 
said "....men are moved by a variety of impulses whose 
nature has been determined through long ages of evolu- 
tionary process without reference to the life of men in 


civilized Sociatiekel.5e- 


McDougall felt that he could account for the 
variation and complexities of human behavior on the 
basis of a dozen or so instincts. These he listed as 
(1) the Parental or Protective Instinct, (2) The Ins- 
Gbinct.@f Combat, (3) fhe Instinct of Curiosity, (4) The 
Food-Seeking Instinct, (5) The Instinct of Avoidance, 
Repulsion, or Disgust, (6) The Instinct of Escape, (7) 
The Gregarious Instinct, (8) Primitive Passive Sympathy 
Instinct, (9) The Instinct of Self Assertion and Sub- 
mission, (10) The Mating Instinct, (11) The Acquisitive 
Instinct, (12) The Constructive Instinct, (13) The Ins- 
tinct of Appeal, (14) Minor Instincts (this included the 
tendencies to sneeze, cough, scratch any itching spot, 


to defecate, and to urinate) . 


lwilliam McDougall, An Introduction to Social Psycho- 
logy (London: Methuen & Co. Ltd., 1908), p. 10. 


-william McDougall, Outline of Psychology (New York: 
Charles Scribner's Sons, 1923), pp. 130-176. 
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Obviously, some discrete actions of man can be 
classified as instinctive, but to explain all of. man's 
behavior on the basis of McDougall's list of human en- 
downments is questionable. Indeed, researchers such as 
Bernard argued that the proponents of instinctive theory 
could not agree on either the number or kinds of instincts 
that are to be designated in accounting for all human be- 
havior. His investigation of the literature showed that 
a total of 5864 different instincts had been discussed by 
various theorists.> Moreover, Bernard pointed out that 
some instinctive acts as suggested by McDougall, such as 
parental protection, actually varied from culture to cul- 
ture, thus*suggesting that*° this act’ is the product of 


learning rather than an inherited characteristic of man. 


Arguments regarding the learned aspects of various 
behaviors that had been labelled as instinctive were also 
posed by psychologists like Kuo and Dunlap. Kuo, for ex- 
ample, concluded from an examination of the literature 
that all behavior was the result of reactions to stimu- 
lations and that activity could not by explained by any 
other means. Kuo summed up his paper by stating "my 


point is that every individual reaction ts called 


ah, L. Bernard, Instinct, A Study in Social Psycho- 
logy (New York: Henry Holt and Company, TOZA ee Oe lela 


A 
Ibid., p. 380. 
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9 
forth by a specific stimulus, it cannot be directed or 
determined by anything else."> Dunlap, also on the 
basis of a survey of the literature, went as far as to 
suggest that there was no such thing as instinct, but 
",...-that all behavior is the result of Learning".© 
These critics claimed that the instinct concept did 
not explain behavior and held that to say, as McDougall 
had, that exploration was due to a curiosity instinct, 
or that seeking food was due to a food-seeking instinct 
was both tautalagous and meaningless. Indeed, the cir- 
cularity of the instinct theory prompted Fowler to write, 
"the presence of an instinct was inferred from and at the 
same time, used to explain the behavior observed. With 
it's circular definition, the instinct concept could 


hardly serve as a scientific explanation of behavior." / 


Because of the inability of the traditional ins- 
tinct concepts to adequately explain behavior, investi- 
gators were moved to seek new areas of research. Before 
considering these areas, however, the impression should 


not be left that the instincts concept has no value in 


57ing Yang Kuo, "The Fundamental Error of the Con- 
cept of Purpose and the Trial and Error Fallacy." Psycho- 
Legical Review; .35 (1928), pp. 414-433. 


6x, Dunlap, "Are There Any Instincts?" Journal of 


Abnormal Psychology, 14 (1919-20), pp. 307-311. 


Twarry Fowler, Curiosity and Exploratory Behavior 
(New York; The Macmillan Company, 1965), p. 17. 
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10 
the understanding of human motivation, for as Edward 
Murray wrote, "Man is born with a great many potentia- 
lities that interact with a complex physical and social 
world to form a spectrum of motivational systems. 
There is probably not a single motive that is entirely 


8 ater in this chapter, 


innate or entirely learned." 
it will be explained how instinctive activities do in 
fact affect the behavior of the individual. For the 
moment it will suffice to observe that instinct, as 


proposed by McDougall, is not adequate to explain human 


behavior. 


Hedonistic Theory 


Many of the contemporary concepts of motivated 
behavior have their origin in the principles of hedonism. 
This theory which finds its roots in the teachings of 
the early Greeks and the writings of utilitarians such 
as Jeremy Bentham and James Mill, has as its central 
assumption, the idea that behavior is directed toward 
pleasurable activities and away from painful ones. 

"The theory of life," wrote Mill, "is founded on the 
idea that pleasure and freedom from pain are the only 
things desirable as ends; and that all desirable things 


are desirable either for the pleasure inherent in them- 


Srdward J. Murray, Motivation and Emotion (Engle- 
wood Cliffs, New Jersey: Prentice Hall, Inc., 1965), 
we. ULO. 
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Ld 
selves or as means to the promotions of pleasure and 


the prevention of pain."? 


Herbert Spencer, like Bentham and Mill, held that 
fae cne Ultimatbewend of life is: ihe production of the 
ereatest pleasures of all...", but he differed from the 
latter two in that he connected the concept of hedonism 
with the doctrine of evolution. -° Spencer developed the 
thought that the human species was biologically developed 
in such a manner as to be contantly seeking pleasurable 
goals and therefore all man's activities could be viewed 


as being directed to this end. 


Later researchers, notably Leonard Troland, 
proposed a theory of human motivation which clearly 
illustrated this evolutionary-hedonistic concept. 
Troland's theory however, differed from Spencer in that 
he proposed that all behavior could be related back to the 
physiological structure. This point of view is reflected 
in his definition of the following terms: 

Beneception - A process in a sense-organ or af- 

ferent nerve channel which is indi- 


cative of conditions or events 


Sy onh Plamenatz, The English Utilitarians (Oxford, 
England: Basil Blackwell, 1958), p. 109. 


aia Watson, Hedonistic Theories (New York: Mac- 


millan and Company, 1895), pp. 180-243. 
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that are typically beneficial to 

the individual or species. 
Nociception - Process in a sense organ or af- 

ferent nerve channel which is in- 

dicative of conditions or events 

which are ‘typically .injurious to 

the individual or species. 
Neutroception - Any kind of sensory process which 

is neither beneceptive or nocicep- 


; jee 
tive. 


As examples of beneception Troland lists: erotic 
excitation which leads to reproduction; gustatory stimu- 
lations from sugars which lead to the detection of carbo- 
hydrates that are sources of energy; afferent stimulation 
from fruits and vwgetables that have food value and that 
yield etheral, aromatic and balgamic odours; the factual 
excitation that produces feelings of warmth, indicative 
of the proximity of heat energy needed in cold environ- 
ments to restore the temperature equilibrium of the 
baauanes As examples of nociception Troland lists: pain 
excitations from damage to the tissues; organic stimu- 
lations from such bodily conditions as hunger, excessive 


heat and cold, deprivation of air or water, and the 


11 eonard T. Troland, The Fundamentals of Human 
Motivation (New York: D. Van Nostrand and Company, Inc., 
19269) jo eyo. 


‘, 
Ibid., p. 36. 
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LS 
need to urinate, defecate, etc. These types of stimula- 
tion indicated bodily conditions that are detrimental to 
the individual.!? Examples of neutroception are found 
"in many excitations from our surroundings - light, noises, 
odors, etc. - that are neither harmful nor beneficial in 
a direct biological sense", /* In general, Troland at- 
tempted to explain the inclinations an individual has to 
pursue certain activities while dismissing or avoiding 
others by examining the physical structures and proces- 
ses of biological organisms. For him, all behavior was 
the result of immediate experience and physiological de- 
mands brought together by means of a mediating force he 


called "psychophysiological activities".!° 


Although Troland's work has merit, a fundamental 
difficulty seems to be his inability, along with other 
hedonistic theorists, to clearly specify the types of 
events which are pleasurable, that is, those which would 
activate the beneception process. Also left unanswered 
were questions as to how the individual's sensitivity to 
sources of pleasure and pain might be modified by expe- 


rience. Murray had this to say, "Hedonism was rejected 


1S pide pe 27. 


l4tbid., p. 37. 


t naonmicd T. Troland, The Principles of Psycho- 


physiology (New York: D. Van Nostrand Company, Inc., 
1929), pp. 114-145. 
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14 
by psychologists because of the dependence upon the 


introspective knowledge of the person. What do we know 


One man's meat is another man's poison. A man is said 
to seek pleasure; if he seeks something then it must be 
pleasureable. But what about the man who seeks failure, 
or as the Puritans, rejected pleasure-seeking as a way 
of life.... (Therefore) one can explain behavior only 
after the fact, and hedonism loses all predictive po- 


wers." 


In recent years psychologists such as David 
McClelland have suggested sophisticated versions of 
ohenticiiet imacuytan However, instead of relying on 
subjective reports of pleasure and pain as does Troland, 
McClelland uses subjective measures of approach and 
avoidance behavior. He attempts to predict, through 
the use of content analysis of imaginative stories, 
the relative degree of achievement motivation of indi- 
viduals. The premise upon which McClelland's work is 
based is contained in the hypothesis he puts forward, 
"Tt is probable that the basic mechanism which gives 
rise to sensory pleasantness and unpleasantness is si- 


10 paward J, Mavray,-@p.. cit.) p.. 4. 


7 
David McClelland, The Achievement Motive (New 
York: Appleton-Century-Crofts, Inc., 1953). 
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15) 
milar to that which gives rise to pleasantness-— 
unpleasantness at a more complex perceptual leve1."18 
McClelland has developed an affective arousal model 
which suggests certain environmental stimuli innately 
arouse a’ state of pleasure or pain with a corresponding 
tendency to approach or avoid such seinaree He pro- 
poses that persons who have had good feelings as a result 
of successfully completing tasks, for example, will score 
higher in their motivation to achieve than persons who 


have not experienced positive feelings as a result of 


task completion. 


McClelland, however, says that although it may 
be important to determine the relative degree of achieve- 
ment motivation of an individual, the critical issue of 
determining the conditions which produce negative and 
positive emotions have not been uncovered. This in fact, 
as in the case of Troland's formulation, limits the use- 


20 
fulness of this theory. 


The Drive Concept 


Much of the study of motivation seems to largely 
eT Die Wore o's 
i) 

See Lbid.s pp." 275-318." 
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See” fora. Pp. sos. 
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16 
directed at filling in the unanswered areas of hedonistic 
theory. For example, a basic difficulty with this theory, 
beyond those already mentioned, is its inability to ex- 
plain why an individual will stop pursuing a situation 
which is producing sensory satisfactions. This problem 
is partially responsible for the wide acceptance of drive 
theory introduced by Robert S. Woodworth in 1918. 7+ Al- 
though originally intended to refer to the general supply 
of energy in people, several psychologists began to talk 
of several "different" drives such as hunger, sex, thirst 
and so forth. These researchers, including Moss, Tolman 
and Dashiell, were proposing that behavior was dependent 
upon a person's drive state and that "drives are internal 
biological disturbances that drive or force the animal in- 
to activities that restore the natural balance or equili- 
brium of it's internal state", this condition is what 

Zs 


22 
Cannon was to later call homeostasis. Moss conclu- 


ded from an empirical study of induced hunger in rats, 


Seger Robert Sessions Woodworth, Dynamic Psycho- 
logy (New York: Columbia University Press, 1918) pp. 36-43. 


aan F. Dashiell, "A Quantitative Demonstration of 


Animal Drive", Journal of Comparative Psychology, 5 (1925), 
pp. 205-208. 


"The coordination of processes which maintain most 
of the steady states in the organism are so complex and so 
peculiar to living things...that I have suggested a special 
designation for these states, homeostasis...It means a con- 
dition - a condition which may vary, but which is relative- 


ly constant." Walter B. Cannon, The Wisdom of the Body 
(New York: W. W. Norton and Company Inc., 1932), p. 24. 
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that "the behavior of any animal is the resultant of 
his drives to action and the opposing resistance" and 
when the object of the drive has been obtained, the 


drive is satisfied and therefore reducede-* 


The various complex actions of men did not seem 
adequately explained, however, on the basis of the sa- 
tisfaction of simple biological demands and this promp- 
ted Tolman to extend the concept of drive to include 
learned drives. He wrote that,"....it can be said that 
all the things we humans do and want are ultimately to 
be evaluated with respect to the degree to which they 
tend to satisfy hunger, thirst, sex and the rest, or to 
prevent pain, frustration, and loneliness...however, 
it has also to be pointed out that in addition to these 
basic biological drives, there also appear in higher 
animals certainly relatively universal forms of social 
drive or social technique.... (this social technique) 
..-- is instrumental to simple collectivity and simple 
collectivity is itself instrumental to the basic bio- 


logical mee 


The concept of drive is based upon the premise 


a2 ered A. Moss, "Study of Animal Drives," Journal 
of Experimental Psychology, 7 (1924), pp. 165-185. 


29 naward Chace Tolman, Drives Toward War (New York: 
D. Appleton-Century Company, Inc., 1942), p. 22 and 48. 
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18 
that organisms are motivated to satisy needs which are 
in fact the object of their drive. In terms of the 
psychologist, drives are activated in an effort to re- 
duce some stimulus which is impinging upon the organism. 
However, there is considerable evidence that organisms, 
under many conditions, do not seek to avoid stimulations 
but to attain it. Therefore, the ideal situation does 
not appear to be the absence of stimulation as drive 
theory would imply. Studies by Benton, Heron, and Scott 
of 22 male college students cut off from visual percep- 
tion and having only limited tactual and auditory stimu- 
lation showed that humans find very low levels of stimu- 
lation highly unpleasant and disruptive. 7° Montgomery 
also concluded as the result of his experiments on rats 
that under some circumstances stimulation is rewarding 
and can strengthen responses. ~/ A similar conclusion 
can be drawn from everyday observations. One only need 


watch the number of times a person will return to the 


various rides at a fair for an example of this. 


2OWilliam H. Benton, W. Heron and Theodore H. 
Scott, "Effects of Decreased Variation in the Sensory 
Environment," Canadian Journal of Psychology 8 (1954), 
pp. 70-76. 


ear. C. Montgomery, "The Role of the Exploratory 


Drive in Learning: Journal of Comparative and Physio- 
logical Psychology, 47 (1954), pp. 60-64. 
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Cognitive Theory of Behavior 


The weakness of drive theory as mentioned above 
led to the formulation of the cognitive theory of be- 


havior. 


This theory, based upon the assumption that all 
behavior has a purpose and is goal-directed, encompasses 
two important elements believed to have a direct rela- 
tionship to behavior, cognition, and affection. Cog- 
nition is defined as being “the act or process of know- 
ing, including both awareness and judgement" and is a 
central process in the regulation and direction of be- 


havior. 28 


This process of "knowing" is believed to be 
the result of the neurological connections of the ini- 
vidual. These connective structures are developed as a 
result of affective processes and sensory perceptions 

and are maintained and altered as a result of learning 
and Seer eiceee Young provides some support for this 


presumed relation between cognition and learning when 


he says, "Behind every act of perceiving is the indivi- 


28yebster's Seventh New Collegiate Dictionary 
(Springfield, Mass.: G. & C. Merriam Company, 1963). 
Du L6.1-5 


29 
Hebb devotes considerable attention to this 


idea in his book and further discussions of it may be 
found by refering to: Donald Olding Hebb, A Textbook 
of Psychology (Philadelphia: W. B. Saunders Company, 
1964), pp. 44-108. 
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20 
dual's past history of experience. Previous history 
has built up a relatively stable cognitive organiza- 
tion within the individual which determines the mean- 


ing of a particular percept, "30 


Young also suggests that behavior is largely 
dependent on perceptions which have occurred at a pre- 
vious point in time and that a person's responses to 
stimuli are reflected by those past experiences. Combs 
and Snygg, on the other hand, suggest that behavior is 
not only a result of previous experience but also as a 
result of conditions existing at the time behavior is 
occuring. This view is well expressed when they say, 
"All behavior without exception, is completely deter- 
mined by, and pertinent to the perceptual field of the 
behaving organism. The perceptual field has also been 
called....the phenomenal field. This term holds that 
reality lies not in the event but in the phenomenon, 
that is to say, in the individual's experience at the 
event.... (therefore) behavior is a function not of the 
external event but of the individual's perception of 


ie et 


3 oan Thomas Young, Emotion in Man and Animal 


(New York: John Wiley and Sons, Inc., 1943), pp. 329-330. 


Si1, 
A. W. Combs and D. Snygg, Individual Behavior: 


A Perceptual Approach to Behavior (New York: Harper and 
Brothers, Inc., 1959), p. 301. 
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Implicit in the idea of cognition is the con- 
cept of the affective process. This concept can best 
be explained as the feeling or emotion experienced by 
the individual in various situations and can range 
from strongly negative through neutral to strongly 
positive. Where sensory processes convey specific 
information to the brain center, affective processes 
determine the relative goodness of the stimulus. 

Young, in his book Motivation and Emotion, defines af- 
fective processes in terms of three attributes; sign, 
intensity, and duration. 

Sign: In laboratory situations, one observes 

that naive animals develop approach-maintaining 

patterns of behavior. If they develop the ap- 
proach-maintaining pattern, I would assume that 
the underlying affective process is positive in 
sign. If they develop the avoidance-terminating 
pattern, I would assume that the affective pro- 
cess is negative in sign. If neither positive 
nor negative behavior develops, I make no assump- 
tion concerning the sign of affective arousal. 

Intensity: In addition to sign, affective pro- 

cesses differ in intensity and degree. Affec- 

tive processes vary along a bipolar continuum 
between the extremes of maximal negative and 


maximal positive intensity. 
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22 
Duration: In addition to sign and intensity, 
affective processes differ in duration and tem- 
poral course. Insofar as affective processes 
are induced by taste solutions for example, the 
duration of stimulation can be used to control 


the duration of affective sudddalho’ 


To this point, the discussion has been along 
rather generalized lines of motivational behavior and 
the theories so far considered have universal applica- 
tion to all organisms. Therefore, it may be signifi- 
cant to discuss how these theories have been used to 
provide a more specific conceptualization of human mo- 
tivation. For this purpose, the contributions of 


Maslow, Parsons and Vroom will be considered below. 


A. H. Maslow 


Maslow's theory of human motivation is based upon 
several propositions, an understanding of which is essen- 
tial to the theory he eneoire A Some of these proposi- 
tions, specifically those dealing with the inability of 


drive and instinct theory to totally explain behavior, 


Sant Thomas Young, Motivation and Emotion (New 
York: John Wiley & Sons, Inc., 1961), pp. 151-152. 


ae H. Maslow, "A Theory of Human Motivation," 


Psychological Review, 50 (1943), pp. 370-396. 
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have been alluded to earlier in this paper while others 
are so trite as to need no discussion. There are two pos- 
tulates, however, which not only have a good deal of sig- 
nificance for later chapters to this thesis, but also 
serve as a fine preface to the discussion of his hier- 
archy of needs theory and will therefore be considered 


below. 


One of Maslow's first propositions states that 
the individual is an integrated, organized whole and that 
it is the entire person who is motivated, not just a part 
of him. That is to say, there is no such thing as a need 
of the stomach or a need of the mouth, there are only 
needs of the individual; it the whole person who wants 
food, not just the stomach. This proposition is signifi- 
cant because it is important to note that various needs 
can grip the individual in such a manner as to change 
much of the behavior normally expected of him. For exam- 
ple, among other behavioral manifestations, a man who is 
experiencing a great deal of hunger will have certain per- 
ceptual changes (he will perceive food more readily than 
at other times), he may become more tense and nervous, 
thus exhibiting an emotional change, and the content of his 
thoughts will change, that is, he is more apt to be think- 


ing of food than the solving of a mathematical equation 
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for example.>* 


Secondly, Maslow proposes that the desires for 
clothes, automobiles, companionship, praise, prestige, 
and the like, are far more common than desires to satis-— 
fy physiological needs, and it is in these desires, ra- 
ther than those bound to somatic states, that the clue to 


the causes of motivation of the individual is to be found. 


The rationale behind this proposition originates 
in the belief that desires are usually means to ends 
rather than the ends in themselves. For example, a per- 
son may desire money not so much for the money itself, 
but rather for the satisfaction received from purchased 
acquisitions. An illustration may make this clearer. 
A person desires money to purchase a car, not because he 
needs the transportation but because his neighbour has one, 
and the person does not wish to be inferior to his neighbour. 
He does not wish to be inferior because this would not only 
blemish his self-respect, but may also threaten his esteem 
in the eyes of others, resulting in his loss of their love 


and respect. Thus, when a conscious desire (in the example, 


“papel Carol M. Gordon and Donald P. Spence, "The 


Facilitating Effects of Food Set and Food Deprivation on 
Responses," Journal of Personality, 34 (1966), pp. 406- 
415. Irwin Silverman, "Effects of Hunger on Responses 
to Demand Characteristics in the Measurement of Persua- 


sion", Psychonomic Science, 15 (1969), pp. 201-202. 
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25 
the desire for money) is analyzed, it is possible to 


find the more fundamental aims of the individual than 

is initially thought. Accordingly, Maslow writes, 

"The particular desires that pass through our conscious-— 
ness dozens of time a day, are not in themselves so im- 
portant as what they stand for, where they lead, what they 
ultimately mean upon deeper sm ive tee He says it is 
characteristic of this deeper analysis that it always leads 
ultimately to certain fundamental goals or needs behind 
which the analyst cannot go; that is, "to certain need sa- 
tisfactions that seem to be ends in themselves and seem 
not to need any further justification or demonstration. ">° 
It is this type of analysis which has led Maslow to con- 
clude that "the only sound and fundamental basis on which 
any classification of motivational life may be constructed 
is that of the fundamental goals or needs rather than .... 
motivational behavior....(or the analysis of)....the speci- 
fic goal object...." and it is on this assumption that he 


37 
has developed the theory of needs. 


Maslow introduces his theory by initially pointing 


aoe H. Maslow, Motivation and Personality (New 
York: Harper and Row, 1954), p. 66. 
6 
Ibid., p- 67. 
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out that human needs are arranged in a hierarchy of 
prepotency. That is to say, the appearance of one 
usually rests on the prior satisfaction of another, 
"more pre-potent" need. He also points out that no need 
can be treated as if it were isolated or discrete and 
that although the most prepotent goal will monopolize 
the consciousness of the individual, it is not necessary 
for the most prepotent need to be fully satisfied before 
the mergence of the next need. Rather, he says "it is 
as if the average citizen is satisfied perhaps 85% in 
his biological needs, 70% in his safety needs, 50% in 
his love need, 40% in his self-esteem needs, and 10% in 
his self-actualization mendes - To this he adds that 

a satisfied need is no longer a motivator and therefore 


the greater the satisfaction, the less the need becomes 


a motivating force. 


The need which Maslow uses as a starting point 
is the physiological needs. He does not, however, at- 
tempt to define these, stating rather that they include 
homeostatically balanced needs such as the desires for 
sleep, food, air, water, and the like, as well as various 


sensory pleasures such as taste and smell. 


38 
A. Maslow, A Theory of Human Motivation, op. cit., 


Pp. 370. 
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a 
If the psychological needs are relatively well 
gratified, the next need to emerge is the safety need. 
This need appears to be the desire to avoid harm. This 
involves the avoidance not only of physical harm such 
as illness but also threatening situations which may 


affect the individual's well being. 


The relative satisfaction of the physiological 
needs will result in the emergence of the love, affec- 
tion, and belongingness needs. As this need becomes 
important, the individual will begin to seek friendships 
and companionship of others. Much of the Hawthorne 
Studies were based upon the importance of this need as 


a motivator.” 


Most people in our society, according to Maslow, 
have a need for a stable, firmly based high evaluation 
of themselves, for self respect or self esteem, and for 
the esteem of others and it is this desire that he calls 
esteem needs. He claims that the self esteem need leads 
to feelings of self confidence, self worth, strength, 
capability and of being useful and necessary in the world. 


Thwarting of these needs produces feelings of inferiority, 


Bere J. Roethlisberger and William J. Dickson, 
Management and the Worker (Cambridge, Mass.: Harvard 
University Press, 1949). 
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weakness, helplessness and dependency. 


The satisfying of these aforementioned needs may 
still result in discontent and restlessness, and is the 
result of the lack of fulfilling the need for self-actua- 
lization, or in terms of today's vernacular, the lack of 
"doing your own thing". It is the satisfaction of this 
need which Argyris stresses as being sought by every in- 


dividual. 


Maslow's theory of motivation provides a method 
for one to critically analyze and understand behavior 
and certainly facilitates the understanding of motiva- 
tion. However, one weakness appears in this concep- 
tualization, namely an explanation as to how an indivi- 
dual will choose between alternative courses of action. 
This is discussed in the review of the theories of Tal- 


cott Parsons and Victor Vroom which follows. 


Talcott Parsons 


Parsons discusses human motivation under the 


larger and more inclusive concept of action. For Parsons, 


40 chris Argyris, "The Individual and the Organiza- 
tion: Some Problems of Mutual Adjustment", Administra- 


tive Science Quarterly, 2 (1957), pp. 1-24. 
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29 
behavior is oriented to the attainment of ends in situa- 
tions and he notes four points in this conceptualization: 
(1) Behavior is oriented to the attainment of ends or 
goals or other anticipated states of affairs; (2) Behavior 
takes, place in+situations;, (3) Behavior is normally regu- 
lated; and (4) Behavior involves the expenditure of energy. 
All behavior of an organism, says Parsons, is called action 
but to be so called it must be analyzed in terms of "the 
anticipated states of affairs toward which it is directed, 
the situation in which it occurs, the normative regulation 
of the behavior, and the ee enatcrne of energy or 'motiva- 
tion' involved. Behavior which is reduceable to these 


terms, then, is action." 


All action or behavior, observes Parsons, takes 
place in a situation which includes objects, both physi- 
cal and human. These objects become cathected, (either 
wanted or not wanted) and develop various significances 
for the individual. It is through the taking on of these 
cathexes, then, that objects take on significance and be- 


come organized into the person's system of orientations. 


Parsons reasons that a persons systems of orienta- 


al nalcott Parsons and Edward Shils, Toward a General 
Theory of Action (New York: Harper and Row, LOSE) ew oon 
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30 
tions is made up of a great number of specific orienta- 
tions and he argues, each specific orientation provides 
ay *Conception (explicit™ or amplicit, conscious or un 
conscious) which the person has of the situation in terms 
of what he wants, what he sees, and how he intends to get 
from the objects he sees to the objects he wants." 


This parallels the latter of the two Maslow propositions 


discussed earlier. 


Parsons makes clear that actions or behaviors 
are not discrete, independent activities but occur in 
"constellations called systems". °° These systems iden- 
tified as social, personal, and cultural are what or- 
ganizes and directs the energies of the individual and 
are responsible for establishing one's system of orien- 


tation. 


The social systems are systems which are organized 
about the relationship of people to each other. This sys- 
tem is identified and defined as; "(1) a process of inter- 
action between two or more people and this interaction 
becomes the focus of the individual's attention. (2) The 
situation toward which the persons are interacting 


are objects of eat hee kes (That ito the actions of 
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Ibid., p. 54. 


43 cpid., p. 54. 
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i 
other persons with which the individual is interacting 
are taken cognitively into account and arranged ina 


sort of positive negative continuum.) 


A personal system has the following characteris- 
tics; "(1) It is a system of action or behaviors orga- 
nized by a structure of need dispositions. (2) The ac- 
tions of the individual have a determinate organization 
of compatability with one another. (Maslow would say the 
action reflects the relative prepotency of the need it 
is intended to satisfy.) (3) The norms or goals govern- 
ing one action will be affected and Limited by the norms 


or goals of other activities."*> 


The cultural system is made up of values, norms, 
and symbols which guide and limit the choice and inter- 
actions of the people in the system. A cultural system 
can be thought of as a "pattern of culture whose diffe- 
rent parts are interrelated to form value systems, belief 


; 46 
systems, and systems of expressive symbols." 


Although one's system of orientation is developed 
as the result of the influences of the social, personal, 


and cultural systems, this does not explain how one be- 


S relda, DP. 56. 


46 
EBL.) De Ses 


paroosisdite bi snitatibnk Blaisiity is Ewe Te: 


Bact ceearens bas TODD w oval, vile viii: 
ae ( meres: “eubseeer: jaan) 


aks sin Brea griwoite t erft eRe seroye Leta A - 
ee . “a. 
a erui vetted 10 Peter 26 ‘nodes s at a2 w ul Be. 
-ne) BHT” -[5) iy ey: dees Soult sve eruzairate: S “wl | 
nedsssinspxe 4 gtkarse3 ©b se pyvsed Fquatytiok: Pree 2. o 


(4 


Vae bt ives winem) servers eno Haw. ya id 
+e bead’ ofla Ro.’ yonedogoter Svlae lex ‘erty. asuminai 
~ttievop el sep Ae in ROEE entr (&) ts vita ae oe nana 


emion:sdd-yd bed keel bre isdoe326 ad ini: nok tow 
eB 


i 2 


ee neste: euskal 


\ 
macier pena. to. eet] aad mec aye Lexie weil 
aX, re 


Srtt bis Satons aud Sak t UBrtls| SBtup mosar al 
metaye hss <u A meseye an. at siqose, odd As 
-S23 ib) surly sxdy'nies apnea 5 Pris te sige: 


uaa ene 


teiled vst Fame sutev penis ikiciaes 53a: nm 


“Xi 
*s 


32 
comes oriented to a situation. In other words, how does 
a person develes the positive-negative range of feelings 
he has about objects? Parsons sets about explaining 
this, first by stating that each specific orientation 
is the result of two independent elements he calls mo- 


tivational orientation, and value orientation. 


Motivational orientation refers to those aspects 
of the person's specific orientation which are related 
to actual or potential gratification or deprivation of 
the person's need dispositions. Motivational orienta- 
tions consist of three modes; the first of these is the 
cognitive mode. This includes the various processes by 
which an individual sees an object in relation to his 
system of need dispositions and includes the determina- 
tion of its "properties and actual potential functions, 
its differentiation from other objects and its relations 


47 
to certain other general classes." 


Next is the cathectic mode; this mode is involved 


in the various processes by which the individual gives 
affective significance to an object. Thus, it would in- 
clude the positive or negative cathexes "implanted upon 


objects by their gratificational or deprivational signi- 
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ficance with respect to the person's need-dispositions." 


The third motivational mode identified by Parsons 
is called the evaluative mode. This mode involves the 
various processes by which a person allocates his energy 
among various cathected objects in an attempt to optimize 
his gratifications. Thus, included in this process would 
be the manner by which an individual organizes his cogni- 
tive and cathectic orientations into intelligent plans. 
Evaluation is necessary in order to resolve conflicts 
among interests and cognitive interpretations which nece- 


ssitate choice. 


Value orientations refer to those aspects of the 
person's orientation which cause him to observe or at 
least be aware of certain norms, standards, and criteria 
of selection whenever he is faced with making a choice. 
In other words, whenever a person is forced to choose 
among various goals or means of arriving at those goals, 
or whenever he must decide on how he will gratify a need 
disposition, his value orientation may commit him to 
certain norms that will quide his choice. This value 
orientation, like motivational orientation, is broken 


down into three modes. First is the cognitive mode of 
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34 
value orientation. This mode is involved in the various 
commitments to standards by which the validity of cogni- 
tive judgements are established. The appreciative mode 
is next and is involved in the various commitments to 
standards by which "the appropriateness or consistency 
of the cathexis of an object is assessed. These stan- 
dards sometimes lay down a pattern for a particular kind 
of gratification; for example, standards of tastes in 
ake vhs? The moral mode of value orientation involves 
"the various commitments to standards by which certain 
consequences of particular actions and types of actions 
may be assessed with respect to their effect upon the 
social, personal and cultural system. Specifically, 
they quide the actor's choices with a view to how the 
consequences of these choices will affect (a) the inte- 
gration of his own personality system and (b) the inte- 
gration of the social systems in which he is a partici- 


pant.">° 


Parsons distinquishes between the evaluative mode 
of motivational orientation and the value standards of 
value orientations. He says the evaluative mode "involves 


the cognitive act of balancing the gratification-depriva- 
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Ibid., p. 62. 
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tion significances of various alternative courses of 
action with a view of maximizing gratification in the 
long a It would be the equivalent of one choos- 
ing between going to a movie or a hockey game. The 
value standards, he says, are various rules which may 
help the person make his choice by enabling the person 
to see the far reaching consequences of various alter- 
natives; this standard would enable one to choose bet- 
ween robbing a bank and going to work to get money, for 


example. 


Parson's theory has been included here because 
it provides one of the more comprehensive explanations 


of human motivation to be found in the literature. 


Like Parsons, Vroom also provides an outstanding 
theory of human motivation and one would be remiss in 
proceeding without first giving at least cursory atten- 


tien to his work. 


Victor Vroom 


The basis of Vroom's conceptualization of behavior 


is rooted in his definition of motivation. He says, "mo- 


51. 
Ibid. 3 pe TE. 
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tivation is a process governing choices, made by persons 
of lower organisms, along alternative forms of voluntary 
activity."°- The individual is depicted by Vroom as be- 
ing faced with a set of alternative voluntary behaviors 
and the problem he tackles is the explanations of why a 
person will choose one alternative over another. Impor- 
tant to note here is the fact that Vroom is not concerned 
with behaviors resulting from somatically based needs, 
rather he looks to what Maslow would call the second or- 
der needs to explain motivated behavior," ...some beha- 
viors, specifically those that are not under voluntary 
POnehol-. ..\.constitute’a. rather ‘small: proportion: of, the 
total behavior of adult human beings. It is reasonable 
to assume that most of the behavior exhibited by indi- 
viduals on their jobs as well as their behavior in the 


53 
"j0b market" is voluntary, and consequently, motivated.” 


Vroom begins by defining the term ‘valence’ to 
mean the positive, negative, or zero affective orienta- 
tions a person has towards particular outcomes of events. 
Valence, defined in this way, can be considered the equi- 
valent of Parsons's cathexis. The valence of an outcome 


to a person, and its value to that person are also dis- 


SV iekex Vroom, Work and Motivation (New York: 
John Wiley and Sons, Inc., 1964), p. 6. 
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tinguished by Vroom. For example, an individual may want 
an object but will derive little satisfaction from its 
attainment, or he may want to avoid an object, which he 
later finds quite satisfying. Thus there may be, at any 
given time, a substantial discrepancy between the anti- 
cipated satisfaction from an outcome (its valence) and 
the actual satisfaction that the outcome provides (its 


value). 


There are also outcomes which may be positively 
or negatively valent to the individual, but are not in 
themselves thought by the to be satisfying or dissatisfy- 
ing. Instead, the strength of a person's desire or avoid- 
ance of them is based on the satisfactions or dissatisfac- 
tions associated with other outcomes to which they are 
expected to lead. For example, a man may seek a promotion, 
not because it pays more money, but because it gives him 
a title or other status symbol. In essence, Vroom is 
simply restating Maslow's proposition that means acquire 
a valence as a consequence of their expected relationship 
to ends. Thus, the manner in which an outcome acquires a 
valence is stated by the proposition; "The valence of an 
outcome to a person is a monotonically increasing function 
of the algebraic sum of the products of the valences of 


all other outcomes and his conceptions of its instrument- 


54 
tbid., p-. 15 
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38 
ality for the attainment of these other outcomes.">° 
This proposition is more easily understood through the 
use of a simple example. The valence, or in other words, 
the amount of positive or negative feeling a person will 
have for an outcome will be dependent upon various other 
feelings he has about other things which would be affect- 
ed by any action he took. Also, his feelings will be 
influenced by the instrumentality of any actions he may 
take for attaining other outcomes. For example, a work- 
er's desire to join a union, may among other things be 
dependent upon how he feels about paying the weekly dues 
(presumably a negative feeling), plus his feeling about 
the increased fellowship he will experience by becoming 
a member (presumably a positive feeling or valence) as 
well as his conception of how this action may lead to his 
being able to remove some of the decisions regarding his 
future well being from the indiscriminate acts of a super- 
visor and placing it in the hands of people whose activit- 


ies he can partially control. 


Vroom also points out that specific outcomes de- 
pend not only on the choices a person makes, but also up- 
on events which are beyond his control. For example, the 


decision to join the union in the above example does not 
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39 
quarantee that he will not be subjected to arbitrary 
decisions by his supervisor. Thus Vroom makes the point 
that most choices between alternatives involve uncertain 
outcomes, and it seems clear that the individual's be- 
havior is governed not only by his preference among out- 
comes, but also by the degree to which he believes these 
outcomes to be probable. These beliefs Vroom calls ex- 
pectancies and defines them as " a momentary belief con- 
cerning the likelihood that a particular act will be 
followed by a particular onedomat Expectancies, he 
says, can therefore range from zero (indicating there is 
no chance that an outcome will follow from a particular 
act) to one (indicating that the act will be followed by 


the outcome). 


By combining the valences and expectancies, Vroom 
then develops his concept of force which he says can be 
used to determine the individual's choices of action. 

He says; "the force on a person to perform an act is a 
monotonically increasing function of the algebraic sum of 
the products of the valences of all outcomes and the 
strength of his expectancies that the act will be followed 


>7 
by the attainment of these outcomes." 
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Summary 


This chapter has been an attempt to trace a path 
of various psychological theories which have culminated 


in the present conceptualization of human motivation. 


The discussion initially focused upon instinct 
theory, pointing up it's weakness, mainly as a result of 
the cirular arguments it posed. Nevertheless, this 
theory did contribute to the present body of knowledge 
by spelling out the importance of certain endowments of 


man which are at the base of all human behavior. 


Also examined was the contribution of hedonistic 
theory and the articulation of the pleasure-pain syndrome. 
Implicit in this discussion also, has been the importance 
of the physiological structure and more particularly, the 
afferent and efferent nerve endings which are so vital to 


the sensory responses to stimulation. 


The discussion of drive theory was intended to 
provide a partial explanation of the active-inactive or- 
ganism issue not adequately explained by earlier hedonis- 
tic theory. This theory also had important implications 
for the development of the stimulus-organism-response con- 
cept which gave rise to more sophisticated approach-avoid- 
ance, learning, perception, and personality theories al- 


though not discussed here. 
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The direction of the chapter was designed to in- 
clude an examination of what is called here, cognitive 
theory, with the discussion intended to illustrate how 
each of the previous theories have contributed to con- 
temporary motivation theory and pointing out that behavior 
is an interaction of, for want of a better word, various 
systems. That is, the impact of the physiological, psy- 


chological and social systems on the persons behavior. 


This led to the review of the three motivation 
theories of Maslow, Parsons, and Vroom. Selection of 
these researchers was partially a result of the frequency 
with which their theories have been alluded to, as well 
as the fact they present a comprehensive picture of human 


motivation, particularly when considered together. 


Maslow was also chosen because not only does his 
theory subtly embrace the drive concept, but also because 
it provides a way of thinking about individual needs that 
is used as a partial base for the theoretical dissertation 
of the other two. Parsons and Vroom were chosen for the 
completeness of their theory in providing an explanation 


of human motivation. 


As mentioned at the outset, this chapter was meant 
to provide the reader with a conceptualization of human 


motivation which will serve to clarify and improve the un- 
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42 
derstanding of the discussion of job satisfaction which 


is to follow. 
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CHAPTER LILI 


WORK VARIABLES AND THEIR IMPORTANCE IN THE DETERMINATION OF 
SATIS FACTION 


Introduction 


Terms such as job satisfaction, job attitudes and 
job morale typically have been used interchangeably through- 
out the literature. All three refer to the cognitive ori- 
entations of individuals toward the working roles they are 
occupying and the psychological implications of these ori- 
entations have been discussed in the previous chapter. How- 
ever, briefly to recap what was said earlier, positive atti- 
tudes toward the job are equivalent to job satisfaction; 
negative attitudes toward the job are the equivalent of job 
dissatisfaction and to describe a person as satisfied with 
his work would be tantamount to saying he is receiving ade- 
quate satisfaction of his prepotent needs, to use Maslow's 
theory, that he has a positive cathexis for his job if 
Parsons is to be referred to; or that the worker's satisf- 
action with his job manifests a positive valence for him 


using Vroom's terminology. 


Job satisfaction discussed in this manner would 


suggest that it is a single variable. However, in point of 
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44 
fact, several authors distinquished between a general level 
of job satisfaction and several specific satisfactions be- 
lieved to be component parts of the general Level Smith, 
Kendal and Hulin, for example, take this stand when they 
summarily define job satisfaction as being, "persistent 
feelings toward discriminable aspects of the job situation. 
These feelings are thought to be associated with perceived 
differences between what is expected and what is experienc- 
ed in relation to the alternatives available in a given 
situation." Later they add, "job satisfaction is an affec- 
tive response to distinquishable aspects of the job, evalu- 


ated in relation to appropriate frames of reference." 


Indeed, most people who have worked for wages will 
agree that they have experienced different feelings corres- 
ponding to differentiable aspects of the job. For example, 


workers will report they are very satisfied with their sup- 


yroom discussing this point states that, "the va- 
lence of particular sets of properties of the work role 
(i.e. task content, promotional possibilities, etc.) might 
be of value in predicting how individuals would respond to 
changes in work roles as well as the degree to which they 
might seek to initiate changes of their own." Victor Vroom, 
Work and Motivation (New York: John Wiley and Sons, Inc., 


2664) 82 pe wll: 


enaeriema Cain Smith, Lorne M. Kendall, and Charles 
L. Hulin, The Measurement of Satisfaction in Work and Re- 
tirement (Chicago: Rand McNally and Company, 1969), p. 37. 
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45 
ervisors, indifferent to the work they perform, and very 
dissatisfied with their wages. In the parlance of Vroom, 
these various factors would take on individual valences 
for the workers, the sum of which would determine the 


level of job satisfaction he experiences. 


It is therefore the intention of this chapter to 
examine some of the effects of selected work environment 
variables upon the rank and file workman with specific 
focus given to the impact of job content, supervision, 
work groups, and wages upon employee satisfactions. 


Job Content 


One of the major components of the general level 
of job satisfaction is the degree of satisfaction the in- 
dividual experiences in the performance of his work. How- 
ever, with the emphasis many firms place on the use of 
automated equipment and the specialization of duties, the 
content of many rank and file jobs have been reduced to 
routine, repetitive operations. The rationale behind the 
trend to increased automation is based on the belief that 
improved economies of scale can be achieved by removing 
some of the skill requirements from the workman and relo- 
cating it in the machine. Also, the opinion exists that 
the concentrated effort of the worker on a limited number 


of job activities increases the quantity and quality of 
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46 
his output and that functional specialization is therefore 
a means to progressive organizational and administrative 
efficiency.* It has been argued however, that the applica- 
tion of the specialization principle has gone too far, and 
that the increased repetitiveness of jobs has resulted in 
considerable dissatisfaction with work content among rank 


S] 
and file employees. 


Vroom, for example, in two studies, one involving 
ninety-four supervisory and non supervisory employees in 
a medium size electronics plant and another involving 489 
blue collar workers in a large Canadian Oil Refinery, 
found that the inability of workers to participate in ego 
involving jobs (i.e. jobs which provide for the opportun- 
ity for workers to exercise individual judgement and in- 
itiative, collectively called self-expression) had job 
satisfaction scores significantly below those workers who 


6 
did have ego-involving occupations. This conclusion is 


“ade: "Mass Production," The Encyclopedia Britan- 
nica, 14th edition, Volume 15, pp. 38-41. 


i raviie reasons that all men seek the ultimate 
satisfaction in the workplace by the specialized tasks they 
are required to perform. See, Chris Argyris, "The Individ- 
ual and Organization: Some Problems of Mutual Adjustment." 


Administrative Science Quarterly, 2 (1957), pp. 1-24. 


evicter Vroom, “Ego Involvement, Job Satisfaction 


and Job Performance" Personnel Psychology, 15 (1962), pp. 
159-177. 
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47 
further supported by Kirchner who tested the attitudes of 
ninety-two employees of a mid western U.S.A. Pate His 
study found that the strongest negative attitudes were 
manifest by the workers when they felt they were not fully 
utilizing their training and capabilities. Results showed 
that "there was a strong relationship between the employee's 
rating of his job performance and his attitude to the job. 
Persons who rated themselves high in terms of motivation 
and drive, human relations, and overall performance, also 
had favorable attitudes to the utilization of their train- 


8 
ing and capabilities." 


In a seven month study of one hundred and twenty 
four high and low skilled manufacturing employees, Argyris 
found that employees performing job functions requiring a 
high degree of skill and knowledge tended to express less 
indifference, apathy, dependence, and submission than low 
skilled Be ea Specifically, he found that employees 
performing jobs requiring highly skilled techniques; (a) 


expressed a high sense of worth and self regard related to 


Twayne K. Kirchner, "Job Attitudes and Performance." 
Personnel Administration 30 (1967), pp. 42-45. 


Sipid. 


*chris Argyris, "Individual Actualization in Com- 


plex Organizations." In, Organizations and Human Behavior, 
ed. Gerald Bell, (Englewood Cliffs, New Jersey: Prentice 


Hall, Inc., 1967), pp. 208-217. 
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48 
their technological capabilities, (b) expressed a need to 
be active, (c) a need to work with others, (d) a need for 
a variety and challenge in their work, (e) a desire to have 
some close friends in their work, (f) expressed no need to 
over-emphasize the importance of material rewards, (g) ex- 
pressed a need to produce quality work, (h) expressed a 
need to learn more about other kinds of work within the 
same job family, and (i) activities outside the work place 
tend to be creative. On the other hand, low skilled em- 
ployees expressed (a) a low sense of self-worth, (b) a need 
to be passive, (c) a need to be alone, (d) a need to have 
non-challenging work, (e) expressed no desire to make close 
friends at work, (f) a need to only produce adequate work 
to make a fair day's pay, (g) an over-emphasis on material 
rewards, (h) no need to learn other kinds of work, and (i) 


activities outside the workplace tended to be non-creative. 


Finally, a recent study by Alderfer, also confirm- 
ed the general proposition that task specialization signifi- 
cantly contributes to worker dissatisfactions. Ina three 
month study involving 302 employees, tabulated question- 
naire scores showed that incumbents in enlarged machine op- 
erating jobs had greater satisfactions with their level of 
pay (although they had not received rate increases) with 


the use of their skills and abilities than did the standard 
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10 
operators. 


Specialized routine jobs also create a feeling 


of uncertainty and a lack of self confidence workers. =! 


This fact was evidenced as a result of work carried on 
by Centers and Bugental. Their findings showed that 
persons in positions requiring little training or skill, 
irrespective of whether they were white collar or blue 
collar workers, desired security in their jobs beyond 


ali ocher factors. 


The specialization of duties also results in great- 


0) 
Clayton P. Alderfer, "An Organizational Syndrome." 


Administrative Science Quarterly, 12 (1967), pp. 440-460. 


tl erlman, on the basis of empirical observation, 
identified this relationship between functional specializa- 
tion and insecurity in his theorization of the labor move- 
ment. He said "there exists in every economic community 
a separation between those who prefer a secure, though mo- 
dest return for their efforts and those who play for big 
stakes and are willing to assume risk in proportion." The 
first he identified as the manual worker; the craftsmen, 
laborers and shopkeepers; the latter, the entrepreneur and 
big business men. "the manual worker is convinced, by ex- 
perience, that he is living in a world of limited opportu- 
nity," wrote Perlman. "He knows he is neither a born taker 
of risks nor the possessor of a sufficiently agile mind ever 
to feel at home in the midst of competitive big business. 
This pessimism is at the bottom of his ability to bargain 
when acting alone is inferior, then acting as a group may 
afford him protection against aggressive activities of the 


employer." See Selig Perlman, A Theory of the Labor Move- 
ment (New York: Augustus M. Kelley, 1966), pp. 238-241. 


TY pa chane Centers and Daphne E. Bugental, "Intri- 
nsic Job Motivation Among Different Segments of the Work- 


ing Population." Journal of Applied Psychology, 50 (1966) , 
pp. «193-197. 
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50 
er distances between senior level employees and rank and 
file workers, inevitably causing interruptions in communi- 
cation channels and providing a source of worker grievance. 
iia comprehensive examination of 270) U. S. hospitals, 
Rosengren found that a contributing source of worker dis- 
satisfaction resulted not only from an inability of the 
worker to discuss issues with appropriate senior level 


staff, but also the lack of effective communication verti- 


cally downward of important items from these upper echelons. 


This, Rosengren reports, was a result of an extreme division 


of worker duties. 


Pugh and Hickson point out that task specializa- 
tion is highly correlated to organizational growth, and as 
the degree of specialization becomes more acute, the work- 
er begins to have difficulty fitting his phase of operation 
into the total overall organizational scheme "leading to a 
reduction in his need to invest himself into his job" and 
ultimately lowering the workers job attitude. /4 An inten- 


sive case study supporting this observation is found in 


Trist and Bamforth's account of the conversion to the 


piped R. Rosengren, "Structure, Policy and 


Style: Strategies of Organizational Control." Administra- 
tive Science Quarterly, 12 (1968), pp. 140-164. 
14 


D. S. Pugh’ and D. J.’ Hickson, "The Comparative 
Studyior. Organizations = In, Industrial Society: Social 


Sciences in Management, ed. Dennis Pym (London: Penguin 
Books, 1968), pp. 451-454. 
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"Longwall" method of coal mining in Fngland.?> 


Coal had traditionally been mined by two man crews 
who performed all the mining operations (i. e. loosening 
thie coal, collecting it and loading it). Subsequent to 
World War II, greater specialization was introduced, with 
large work groups of up to 20 men assigned to perform a 
Single operation with the expectancy that greater pro- 
ductivity was to result from the change; in point of fact 
production fell off. The researchers also noted a marked 
drop in job satisfaction, an increase in absenteeism, and 
a growing reluctance of the men to work underground. The 
complex nature of this change in operation made it impos- 
Sible to attribute these effects solely to a change in the 
number of operations performed, however, the researchers 
believed that the increased specialization was a signifi- 


cant factor in accounting for the reduced morale. 


There has been considerable concern over the re- 
lationship of highly repetitive, short time span tasks and 


16 
worker education as well. Indeed, it seems that today's 


eg La Trist and) K. W. Bamforth, "Some Social. and 
Psychological Consequences of the Longwall Method of Coal 
Getting." Human Relations 4 (1951), pp. 3-38. 


rth lee Kriedt and Marguerite S. Gadel. "Predic- 
tion of Turnover Among Clerical Workers," Journal of Applied 
Psychology, 37 (1953) ,»pp. 338-340. 
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a2 
emphasis on increased education may be in diametric oppo- 
sition to the needs of the industrialized work complex. 
Kriedt and Gadel related the level of education to routine 
clerical work and the incident of turnover. In their 
study, 358 girls were tested upon joining a large insurance 
firm's office staff. All of the girls were employed in high- 
ly routine tasks such as filing and envelope addressing. Re- 
sults indicated that those girls who left the company within 
twelve months scored higher in the general knowledge section 
of the tests, which included questions relating to politics, 


geography and word meanings, than those who stayed. 


Obviously, the highly specialized nature of many in- 
dustrial tasks are a major contributor to work dissatisfac- 
tions and the concern it has created among researchers is re- 


flected by many advocating some form of job enlargement or 


Vay 


job enrichment. Indeed, the continued striving to reduce 


lignes enlargement has been defined by Guest as "the 
practice of restoring to jobs some of the skill, responsi- 
bility, and variety that have been lost through work simpli- 


fication." Robert H. Guest, "Job Enlargement - A Revolution 
in Job Design." Personnel Administration, 20 (1957), pp. 9- 


16. . Shepard, using -the*results of a study of three diffe- 
rent groups of industrial employees was adamant in his conclu- 
sion that, "a worker's job satisfaction increases with Job 
size....and....job specialization does not seem to be recei- 
ved negatively by only certain segments of the labor force - 
it appears to be a more general phenomena..." Jon M. Shepard, 
"Functional Specialization, Alienation and Job Satisfaction." 
Industrial and Labour Relations Review, 23 (1970), pp. 207- 
2195" Also sée; William J. Paul, dJr., Keith B. Robertson, and 
Frederick Herzberg, "Job Enrichment Pays Off? Harvard Busi- 
ness Review, 47 (March-April, 1969), pp. 61-78. Frederick 
Herzberg, "One More Time: How Do You Motivate Employees?" 
Harvard Business Review, 46 (January-February, 1968), pp. 53- 
62. 
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53 
the number of functions performed by each employee is not 
only a regressive step in the search for techniques to im- 
prove worker morale, but it may also contribute to increas- 
ed costs of production. Conant and Kilbridge, for example, 
report in their study of a manufacturer of home laundry 
equipment, that the decision to remove "assembly work from 
progressive assembly lines and to restore the work to 
single station benches" resulted not only in improved as- 
sembly quality but also "substantial assembly cost sav- 


ings. "18 


Aside from the reduced production costs, and more 
relevant to the topic being dealt with here, is the approv- 
al expressed by all workers for the enlarged job attributes. 
Among the most frequent responses were; positive reactions 
to the opportunity to move away from the work station not 
possible in assembly line work; individual responsibility 
for quality; an opportunity to make a complete sub assemb- 
ly; the ability to set the work pace; and a greater variety 
of work. Also reported were some disliked aspects of line 
assembly, included in these were; the monotony of line 


jobs, line pacing, and the inability to contribute work- 


manship and obtain credit for it. 


18 paton H. Conant and Maurice D. Kilbridge, "An 
Interdisciplinary Analysis of Job Enlargement: Technology, 
Costs and Behavioral Implications." Industrial and Labor 
Relations Review, 18 (1964-65), pp. 377-395. 
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In this section, an attempt has been made to shed 
Some light on the dysfunctional consequences of job special- 
ization which can result from an over emphasis on work divi- 
Sion. The pressing problem which seems to be unanswerable 
at this time, however, is the determination of the level of 
specialization below which further specialization will lead 
to worker dissatisfactions. A simple solution to this prob- 
lem does not seem possible at the moment, expecially when 
other influences such as supervision are acting upon the 


situation. 


Supervision 


The importance of supervision on worker satisfaction 
has been argued from time to time by various researchers. 
Putnam, for example, in discussing the results of interviews 
conducted among sixteen hundred members of the Hawthorne 
plant of Western Electric, concluded that the single most 
important determinant of worker attitudes is supervision. !? 
Putnam wrote, "Finally, the comments from employees have 


convinced us that the relationship between first line super- 


visors and the individual workman is more important in deter- 


19M. L. Putnam, "Improving Employee Relations." 
Personnel Journal, 8 (1929-30), pp. 314-325. 
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55 
mining the attitude, morale, general happiness, and effic- 


iency, than any single factor, "20 


On the other hand, other 
researchers, notably Jurgensen and Chant, have not placed 
the same emphasis on the impact of supervision upon work- 
man satisfaction. Jurgensen questioned well over twelve 
hundred applicants to list the relative importance of ten 
factors upon satisfaction; supervision was rated seventh. “+ 
Security, advancement, type of work, company pride, pay 
and co-workers were all rated above supervision in terms 
of satisfaction. Chant, in an earlier study of two hund- 
red and fifty men between the ages of 17 and 21 years, 
found that supervision was ranked sixth "behind opportuni- 
ty for advancement, steady work, apportunity to use your 
own ideas, opportunity to learn a job and opportunity to 


be of public service. "77 


Both Baehr and Ash however, found that there were 
certain elements of the job which had a greater bearing 
upon a general level of satisfaction than others. Their 

20tbid., p. 325. 


2lo1ifford E. Jurgensen, "Selected Factors Which 


Influence Job Preferences." Journal of Applied Psychology, 
31 «(1947)4. pp». 553-564. 


an N. F. Chant, "Measuring the Factors that Make 
a Job Interesting." Personnel Journal, 11 (1932-33), pp. 


1-4. 
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56 
studies established that; economic rewards, adequacy 
of immediate supervision; effectiveness of the organi- 
zation as a system; satisfaction with the job itself; 
and work group compatibility were the major contributors 
to a general level of satisfaction. None of these fac- 
tors, however, had a greater weight than any other in 


: 23 
contributing to satisfaction. 


Regardless of the position one wishes to take 
concerning the importance of supervision on job satis- 
faction, there is ample evidence that it does have some 


effect on the workman's attitudes. 


It should be mentioned that supervision, as 
used here, is more than the legitimate exercise of po- 
wer as granted by the organization. Rather, it is what 
Student has defined as incremental influence; that is, 
the ability of one man to influence another, not be- 


eause.of any authority granted as a resuLlt.of role 


Pavia ota E. Baehr, "A Factorial Study of the 
S.R.A. Employee Inventory." Personnel Psychology, 7 
(1954), pp. 319-336. Philip Ash, "The S.R.A. Employee 
Inventory - A Statistical Analysis." Personnel Psycho- 
Loagwetieea(1 954) ,Cpp 33 7-264. 
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incumbency, but on the basis of his personal attributes.-* 


Bowers and Seashore set down "four dimensions" which may 
serve as a cornerstone for the elaboration of "supervi- 
sory incremental influence" on workman satisfaction. 
These they identify as: (1) Support: Behavior that en- 
hances someone else's feelings of personal worth and im- 
portance. (2) Interaction Facilitation: Behavior that 
encourages members of the group to develop close, mutu- 
ally satisfying relationships. (3) Goal emphsis: Be- 
havior that stimulates an enthusiasm for meeting the 
group's goal or achieving excellent performance. (4) 
Work Facilitation: Behavior that helps achieve goal at- 
tainment by such activities as scheduling, coordinating, 


planning, and providing resources such as tools, materi- 


24s cudent adopted a five fold typology of social 
power suggested by French and Raven for the analyses of 
supervisory influence. The first three, reward, coercive, 
and legitimate power he says are largely specified by the 
organization. On the other hand, referent power (the ab- 
ility to have people identify and follow a leader because 
of his personality characteristics) and expert power, are 
"to a substantial degree uniquely determined by a super- 
visor's behavior and interactions with subordinates.... 
the extent and range of a supervisor's referent power 
and expert power cannot be specified by the organization. 
Expert power and referent power are idiosyncratic in na- 
ture and this influence which is beyond the formalized 
influence granted all supervisors, is what is called in- 
cremental influence." Kurt R. Student, "Supervisory In- 
fluence and Work Group Performance." Journal of Applied 
Psychology, 52 (1968), pp. 188=+194. 


‘@ “ 7 7 
i a 
- a - 
« San 
. - 
em F 
i. bs 
ue 4 
7 
; b : ont 5 . 
tiaras 7s. Dene te to aieea 6h? no: te6 
mF 
HT } : iy ‘ ; id) ln 7 se 
B oC EW “Shes Sk x I SS 28 S tom 4 ti 
\, - 
~IVieque” 3 i ac VovsIsSnIoS 6 
“ rs r pe 7 
iO. Se A A eb i asta oe ab 4 
} : 
} 
sie ” es 4 i 
“ r ; ‘by ‘ ¢ 
- ri o' | ‘ F. \ j € 7] & & 2) a. A 
% 


” oi + = 
jent softvsned <i ‘o8% petite it iy ne 
¢ fC © tT i rect aa oF > . a 7 evyiny pane key 
TS iit ~~ eID - ¥ JUHI Gis 2S ey eer. «aor te 
= 
' 
r a ay ees ' ee. per 
~9 t:atadgme [soo (€) veg@ivisnsrrele: parvies 
” . fd 
pa Oe Nee ie El a ees 2 pes eee ee) ee ee 
If 2B (On M@GBLAVAT OS US earseiPrras fits 


(Bi) Ss HeMIC?tsq jiert fesse privates to ison @o 


¥ fs ¢ . mt r Pia i age i. %. 2 ie ae 4 
-~ts [eon svetisinos. emfer tant torwedtsi <ras eran ' 


poitenbbaioen ,priilubsiss as 6k ivitor. Hope yas 


set 
-izaden’ 21607, BE UADUE | posiupde a vor t Bs 


Vi 4 : t 
gl n At #)@ if 
€ p 7 ‘ 

“ , 


a) 
gf 


j > i [SOL 2 vee bi oak BE 7 


seer are 


ODE Bee vse cs 


69: oe 
4 as, ‘ 
(Pu i F r 7. ~ 4 ~ ~~ ~ é " 
AY Bel Res LTS ae nicl f ‘ ©ies aps 2 tS 
2 


a ey see! » 
| he ‘a deast Bay | sexs! ob user. ket 

a 4 ‘ & yoy bb oe . % :. i é isa 
end? va, beara ioede . jepssl a8 Gy6s Of Tero 27 eA Isom 


f 
 w 


4 


n9wog 31518387") sft tenes ne. wets 


- oy? 
ue BM 


(oneal sebhs sels Yeh 
ets , tewod $2006 BAB - 


ne yitinshs sleeee svs 
Bia !202261001> item “ae 


lenge! s ye Det shots 12 Nieapinii sore stip 
Teast ent ridge owe fF amt toexs tm roe rej asin als 


tawod Jneteter, & 
iol istinente end) 
60 -G. Slijszeaye | 
best Lemtot” stil pate 
~i Sobige et Jade erg 
-5E queetyvisoue” fish 


Ss irae 3 ao Be 8 4 ie, 


equa 5 46 anes. 
ce od rhs Nh pe 
at Geos S208 ea 3 el Ses 
“iotitw By 

j BLiy1ecr 2 e 
an eee 


58 


als, and technical knowledge. ~> 


For the sake of analysis, each one of these di- 
mensions may be considered independently and in terms 
of the various empirical studies from which they were 
deduced, in order to illustrate why and how supervisory 


behavior can bear significantly upon job satisfaction. 


Support: The whole idea of supervisory concern 
for the workman's psychological well being has grown 
from the belief, as the previous section has shown, that 
because lower level participants in organizations have 
fewer opportunities to experience personal satisfactions 
and rewards resulting from meaningful work activities, 
their level of motivation and involvement tends to be 
low. As a consequence, it is believed that some form 
of subordinate oriented style of supervision will be 
advantageous. In other words, supervisors must demon- 
strate an interest in the whole person rather than only 
that segment of his behavior that is relevant to his 
work. It is felt this subordinate oriented leadership 
increases positive relationships between worker and 
supervisor, reduces tension, and aids in creating a cer- 


tain warmth and rapport between the worker and his sup- 


5 
David G. Bowers and Stanley E. Seashore, "Pre- 
dicting Organizational Effectiveness With a Four Factor 


Theory of Leadership." Administrative Science Quarterly, 
ul (1966) , pp. 238-263. 
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59 
ervisor. In a study of production foremen and their work 
groups, Fleishman and Harris found that the degree of con- 
sideration shown by a supervisor was inversely related to 
the number of official employee grievances. ~° Wager also 
recognized the importance of subordinate oriented super- 
vision on satisfaction when he sought the responses of 
1,063 non-supervisory employees. Data showed that those 
supervisors who manifested concern and consideration to- 
ward the worker, as measured by a six item questionnaire, 
also had subordinates who scored high on a job satisfac- 
tion inventory. *! Similar results were found in two 
comprehensive studies by Comrey, Pfiffner, and Beem. 
These researchers found that workers satisfied with their 
supervision rated their supervisors as being more demo- 
cratic, sympathetic, and helpful than were ratings of 


2 
workers with lower levels of satisfaction. 


O Bex tn A. Fleishman and Edwin F. Harris, "Patterns 
of Leadership Behavior to Employee Grievances and Turnover." 


Personnel Psychology, 15 (1962), pp. 43-55. 


lo Wesley Wager, " Leadership Style, Hierarchial 
Influence and Supervisory Role Obligations." Administrative 


Science Quarterly, 9 (1964), pp. 390-420. 


erent L. Comrey, John M. Pfiffner, and Helen P. 
Beem, "Factors Influencing Organizational Effectiveness. II. 
The Department of Employment Survey. Personnel Psychology, 
6: (1953), pp. 65-79. Also seeiA; L. Comrey, J..M. Pfiffner, 
and H. P. Beeam, Factors Influencing Organizational Effect- 
iveness. I. The U.S. Forest Survey. Personnel Psychology, 
5 (1952), pps 3074328. 
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Undoubtedly, supervisors who take a personal in- 
terest in the well being of the rank and file workman, 
taking time to consider his rights and feelings, will 
contribute significantly to worker satisfactions. How- 
ever, when first line supervisors are not considerate of 
their employees, the satisfaction index of workers plunges. 
This fact was illustrated by Day and Hamblin in a labora- 
tory setting using university undergraduates. Their study 
designed to test the effect of punitive leadership on 
subordinates, showed that as the conscious use of "ego- 
lacerating, angry, reprimands to gain compliance" in- 


; 29 
creased, levels of worker dissatisfaction also increased. 


Interaction Facilitation: A marked relationship 
exists between:worker morale and the degree of "espirit 
de corps" that exists in the work ecoipee Awareness of 
this by supervisors can have an important impact on the 
promotion of individual morale; to ignore it may be to in- 
vite dissatisfactions, bickering and grievances. Although 
a more indepth discussion will be made in the section on 


groups which follows, the point to be noted here is the im- 


22Robert C. Day and Robert L. Hamblin, "Some Effects 
of Close and Punitive Styles of Supervision." Organizations 
and Human Behavior, ed. Gerald D. Bell, (Englewood Cliffs, 
New gersey: Prentice Hall, Inc., 1967); pp. 172-182. 


Ohewi tone and Reichling demonstrated the relation- 
ship between group cohesiveness and morale experimentally 
using 13 groups of high school students. See Albert Pepitone 
and George Reichling, "Group Cohesiveness and the Expression 
of Hostility." Human Relations, 8 (1955), pp. 327-337. 
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61 
portance of thoughtful structuring and locating of various 
groups and group members in the work setting by the person 
in charge.°! Indeed, the providing of conditions conducive 
to amiable worker interactions and communications are ac- 
tivities which will facilitate improved morale and are 
targelyrthe responsibility ofsfirst. line supervisors. © A 
governing principle in the development of work groups is 
well expressed in a quote attributed to Durkheim. He said, 
"we like those who resemble us, those who think and feel 
as we do. But the opposite is no less true. It is very 
often that we feel kindly toward those who do not resemble 
us.... Differences as well as likenesses can be a cause 
of mutual attraction. However, we do not find any pleasure 
in those completely different from us. Spendthrifts do 
not need the company of misers, nor moral and honest peo- 
ple that of hypocrites and pretenders; sweet and gentle 
spirits have no taste for sour and malevalent tempera- 


a i 


The study of 72 staff members of a child welfare 


agency in a midwestern state by Jackson supports the view 


3h eavitt demonstrated the effectiveness. of various 
group structures of communication and the ultimate impact 
this would have on morale. Harold J. Leavitt, "Some Effects 
of Certain Communication Patterns on Group Performance." 
Journal of Abnormal and Social Psychology, 46 (1951), pp. 


38-50. ten," 
32S ¢6e, Charles Gordon, "The Division of Labor - 


Emile Durkheim." In, Organizations and Human Behavior. 
ed. Gerald D. Bell, (Englewood Cliffs, New Jersey: Pren- 
tice Hall Ine., 1967) ips 33. 
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62 
of Durkheim. Results showed that persons who demonstrated 
a high degree of mutual attraction for one another also ex- 
perienced a greater degree of satisfaction in their inter- 
actions than those who are not highly attracted to one an- 
cater fs Here then, is another example of the contribu- 
tions supervisory activities make in the creating of im- 


proved satisfactions. 


Goal Emphasis: A major contributor to worker mo- 
rale is the availability of supervisors for consultation 
on work situations affecting the individual. Allport, and 
others, point out that the amount of involvement permitted 
subordinates in decisions affecting their future activities, 
both individually and collectively in a group, is an area 
critical to the establishment of worker mere lest + Inwva 
comprehensive study of the effects of participation on sub- 
ordinate performances, attitudes toward supervisors, atti- 
tudes toward the appraisal system, and the degree of self 


actualization experienced on the job. French, Kay and 


Meyer reported that to the extent that a subordinate has 


rey M. Jackson, "Reference Group Processes ina 


Formal Organization." Sociometry, 22 (1959), pp. 307-327. 


“cordon W. Allport, "The Psychology of Participa- 
tion." Psychological Review, 52 (1945), pp. 117-132. Also 
see Ross Stagner, D. R. Flebbe, and E. V. Wood, "Working on 
the Railroad: A Study of Job Satisfaction." Personnel 


Psychology 5 (L952) , pp. 293-306. 


Bewort: # wets i Re : 


om: ha i bard re 


"SC" TOMsH . 


entidestie Asow ae 


m 


stow. +0" Jeoitek Les ae 


Je ov kacederm 
aro eivrsgie | 


nthe ‘es Se oetet uphisee otenl i. 


add nts songexe lfehe2 gas aiid 


aie a 3. 90 
2ec So anebaedbs 7 ii an bie 5 otid 


si ab, peeessort coda | ; 
VSE-T Oe Bt (eel) ss" cere io 


_rogiolaass 45 seaioal lee. o® FLOR 


——— © 

ee a a oll 
wlio 42 OL IG 

oc 


ek cov daties ody 
cries . a a 


Pa 


3: ot lea pe 
i ee 


{ 7 2 


3 BWO iF 


7) 


: ok . D4 Sei 


con. . Dee bm pe te oi 
SiR ag 


- a bad 


63 
a high need for independence, the more the participation 
of the subordinate in planning the goals for improved per- 
formance and the paths for reaching these goals: "(a) the 
greater will be his subsequent goal achievement, (b) the 
more favourable will be his attitude towards the appraisal 
system, (c) the more favourable will be the relationship 
with his manager, and (d) the greater will be his occupa- 


tional self actualization."2° 


Often in incentive and bonus situations, quotas are 
set by foremen without due consideration for various 
differences in a multitude of factors which may affect the 
meeting of these goals. Both Ridgeway and Argyris in two 
elucidating discussions, question the value of performance 
measurements solely designed by management; both argued 
that quotas set in this fashion without consultation with 


workers involved will lead to undesirable consequences for 


the overall satisfaction of the employee. 2° 


3530hn R. P. French, Jr., Emanuel Kay, and Herbert 
H. Meyer, "Participation and the Appraisal System." Human 
Relations) 19°°(1966)), ‘pp. -3-20. Also*seerHerbert sH: Meyer? 
Emanvel Kay and’ John oR. PP. French, Jr., Split Roles in 
Performance Appraisals." Harvard Business Review, 43 (Jan- 
uary-February, 1965), 123-129. 


36,7, F. Ridgeway, "Dysfunctional Consequences of 


Performance Measurements." Administration Science Quarterly, 
1 (1956), pp. 240-247. Chris Argyris, "Human Problems with 


Budgets." Harvard Business Review, 31 (Human Problems with 
Budgets." Harvard Business Review, 31 (January-February, 


1953), pp. 97-110. 
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64 
The significance of this discussion is to illust- 
rate that the joint setting of worker objectives will con- 
tribute much to alleviating dissatisfaction in the work 
place and it is incumbent upon the supervisor to recognize 
this fact if a pleasant, smooth running department is to 


be achieved. 


Work Facilitation: All supervisory responsibilities 
require that attention be given to both the demands of the 
total organization as well as to the needs of the immediate 
work group. How competently worker demands are fulfilled 
by the foreman will have an impact on worker satisfaction. 
The emphasis here is on the ability of supervisors to "pull 


the right strings" in order to satisfy certain worker needs. 


Pelz reports that worker satisfaction can be great- 
ly effected depending upon the amount of influence exercis- 
ed by the supervisor on his own superior.>/ Forty work- 
groups in a public utility in which employees were rated 
as having high satisfaction and thirty groups in which em- 
ployees were rated low in satisfaction were selected for 
this study. Determination of high and low satisfied groups 
was accomplished through an examination of responses to a 


questionnaire administered to the employees. Supervisory 


J. Cc. Pelz, "Leadership Within a Hierarchial Or- 
ganization." Journal of Social Issues, 7 (1951), pp. 49-55. 
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65 
practices of those in charge of these groups were determin- 
ed by means of personal interviews with the supervisors. 
Two scales of supervisory behavior were developed, one deal- 
ing with the degree to which the individual supervisor 
"sided with employees" in cases of employee-management con- 
flict, the other dealt with the "social closeness" of 
supervisors to subordinates. Correlations were computed 
separatley between these two aspects of supervisory be- 
havior and the various measures of employee attitudes to- 
ward supervisors for the groups. Results showed that em- 
ployee attitudes were more positive when supervisors had 
a high level of influence with their own superiors. This 
led Pelz to conclude that attempts by influential super- 
visors to help their employees reach certain goals, usually 
succeed because of the influence they had and will result 
in higher employee satisfactions. Similar attempts by other 
less influential supervisors are less likely to succeed 


and therefore will have an adverse effect on satisfaction. 


Patchen also examined some of the specific condi- 
tions which produce confidence or workers in their super- 
Se His project was carried out ina plastics plant, 


employing 700 men and women. The stated purpose of the 


38vartin Patchen, "Supervisory Methods and Group 


Performance Norms." Administrative Science Quarterly, 7 
(1962), pp. 275-294. 
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66 
study was to determine the cause of differences in group 
performance norms. An important factor in the develop- 
ment of these norms was the behavior of the foreman toward 
workers. One aspect of a foreman's behavior, what Patchen 
termed "going to bat" for employees, showed a significant 
relationship between the amount of worker support exhibit- 
ed by supervisors in worker-management differences and 
the degree of satisfaction with their supervision dis- 


played by workmen. 


Few studies could be found which reflected on the 
impact of scheduling, coordinating, or planning abilities 
of supervisors on their worker satisfactions. This sug- 
gests that this is one area where more research needs to 
be done. Nevertheless, the work of Pelz and Patchen does 
serve to illustrate that subordinate satisfactions will 
be affected by the abilities of supervisors to attain cer- 
tain factors (wage increases, better working conditions 
and the like) which will enhance the opportunity of rank 


and file workers to satisfy their various needs. 


To sum up the discussion of this section, there 
is fairly clear cut evidence that in a hierarchial organiza- 
tion, supervision can indeed influence the satisfactions 
of workers. It must also be recognized that this dis- 


cussion is somewhat incomplete, in as much as several super- 
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visory activities which may bear on satisfaction have not 
been discussed. For example, the whole question of the 
impact of close and general styles of supervision on work- 
er satisfaction has been ignored. The literature, bearing 
upon this question seems to present conflicting findings. 
For example, Day and Hamblin reported that "close super- 
vision provided a significant and large increment in ag- 


: ; - 3 
gressive feelings towards supervisors." Z 


Patchen, on the 
other hand, alludes to the thought that close supervision 
may serve as a method of providing encouragement and sup- 
port to the worker and therefore is a method of enhancing 
eee ions | On the other hand, Fiedler has recogniz- 

ed this dilema, and as a result of a series of studies has 
proposed that when tasks are only semi-structured and not 
well defined a general, consultative type of supervision is 
most appropriate to worker satisfaction. However, when group 
tasks are totally unstructured and undefined close supervi- 


; Al 
sion will contribute significantly to worker satisfaction. 


3? Robert C. Day and Robert L. Hamblin, op. cit. 


0 
Marten Patchen, op. cit. 


 piedler also proposes that when tasks are well de- 
fined and highly structured close supervision will enhance 
productivity. See, Fred) E. Fiedler? *A Contingency Model of 
Leadership Effectiveness." In, Advances In Experimental Soc- 
ial Psychology, ed., Leonard Berkowitz (New York: Academic 
Press, 1964), pp. 149-190. Also see Fred E. Fiedler, "The 
Effect of Leadership and Cultural Heterogenity on Group Per- 
formance: A Test of the Contingency Model." Journal of Ex- 


perimental Social Psychology, 2 (1966), pp. 237-264. 
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Groups 


It is difficult to argue with the view that a major 
source of satisfaction or dissatisfaction for the worker 
results from his interaction with other members of his work 
group. The problem however, is the identification of 
individual-group interactions which will have an affective 
consequence on the workman. “2 Thus, the discussion developed 
below is aimed at the further understanding of attractions 


group membership has for the individual. 


Although there is not a great deal of work done on 
this problem in the industrial situation, there are a fair 
number of investigations performed in the wider societal 
setting which are related to conditions existing in the 
work place and which can be used to illustrate the group 


impact on worker satisfaction. 


Explanations of the determinants of attractiveness 


of a group for an individual invariably stress the positive- 


42cstrauss and Sayles conclude that among the reasons 
employees join work groups are: a need for companionship} a 
need for “identification (that is, people want more than to 
just have friends they want to "belong") ; to provide guide- 
lines to acceptable behavior; for an opportunity to exhibit 
initiative and creativity; to receive help in solving 
problems; for protection from outside pressures. See, 
Leonard R. Sayles and George Strauss, Human Behavior in 
Organizations (Englewood Cliffs, New Jersey: Prentice-Hall, 
inc), pp. 86-109. 


peivlor 
7 ae ea Saf 
fe “eae wetke Bh steie. See 


“ 
see t he eretint mie fms ee eee ee 


i isi-seriiars 


YoRr noi tosatet seeeie 15 Hee 


* . ; a 4 he . 4 ‘ 
6) eri) Pee Sean S306 ere ee 


7 y 
a 2 (Se aaj 


voto oiet ae : 


a « * 7 ~ 
‘ a 


ty ic aes x! ( 


Sie Hs vies oped it eee ee ee ae 
Mem ios ) CET BP ee Ce Se eee.’ ag 


borit retistite We) Te? ae rp rea ee OS EIO 


A 


x % ? 


4 


aN es ea tes Ve ds ‘ aa 
i Ar ie ws Be A Bitte Cli Tf 'S fit ie. Te ole fy tT Sia 
: ne i ; ; re f ye Cras ¢ a . 
iy, : 7 7 eA i : il i ; 
¥ : iY x P wh Je 7 5 \ r r : iD) 6 
iw on), nt (pomrom toe ah i ars pspiden went ug 
; « Sas 4 wad oUN 
A ' : ; ; , J . ; Oe ¥ 
. } : 7 Ae | <s } a oe ; — * 
TRS Priory eins 3 oF bead loa ae ft Ww Leg 
re fe ; oie { ad : ; 7 iis i 
F ot mT r a bok i . i‘ ay a 
ee ee ee ok P ‘ ae. as — 
TUBA IS” OFF eis 7 Gh: " it 5 gs my idw bE eS Soale. F 
* ic Go fe ee The es a 
a A ; e av Ar % ‘s 


the ig bes ae a, Sant tsaoow tor tosg 


po ae lyse ine eS ai 


jague 2 XIOW). ti 


qs og Vie 
ee “nc kd ney 
& apx0bd ‘pre- 
OP ne ” 

{VoaIety We. | 


69 

negative continuum the worker seems to develop towards out- 
comes resulting from his group associations. Simon, Smith- 
berg and Thompson, for example, adopt this general view in 
their theory of organizational survival when they state, 
"Each: participant: will continue his participation in:an or- 
ganization only so long as the inducements offered him are 
as great or greater (measured in terms of his values and in 
terms of the alternatives open to him) than the contribu- 


43 
tion he is asked to make. 


Bass, focusing more specifically on individuals and 


work gcOuPS, Says, cel ou is more attractive, the o ooaae 


the yewavds which Ww be e a by ye m berShI in the G@rovuf anid 


the Seaton or Srp eanee of earning nena carte 
wright and Zander stress that group attractiveness is de- 
pendent upon both the group size, goals, activities, and 
status it carries, as well as the individual needs for af- 
filiation, recognition and security.” They also propose 


that the "valence of a group will, for any given person, de- 


4? Herbert A. Simon, Donald W. Smithberg, and Victor 
A. Thompson, Public Administration, (New York: Alfred A. 
Knope 71970)" pi ise. 


Tpernand M. Bass, Leadership, Psychology, and Or- 
ganizational Behavior (New York: Harper and Brothers, 1960), 
ps 60. 


i er Cartwright and Alvin Zander, Group Dynamics, 


Research and Theory, (Evanston, Illinois: Row, Peterson and 
Company h'1960) ,A p-"vi2e 
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70 
pend upon the nature and strength of his needs and upon the 
perceived suitability of the group for satisfying these 
Beedaena Newcombe conceptualizes the attraction of indivi- 
duals to each other in terms of reward associated, and pun- 
ishment associated attitudes. He believes these attitudes, 
which involve the cognitive processes, then permits one to 
endow another with attributes and properties he finds re- 
warding or unrewarding. Newcombe presents the view that 
"Interpersonal attraction is paralleled by the attribution 
of reward value, and may be defined as an attitude charact- 
erized by the attribution or reward value positive or nega- 


tive toa person. "*/ 


One can see a close relationship between what is 
said above and both Vroom's concept of valence and Parson's 
discussion of action, set out in the previous chapter. Thus, 
if a work group is believed by an individual to be the 
"vehicle" upon which he can obtain positive outcomes, the 
group will take on a positive valence (cathexis) for his; 


however, if group association is not suitable as a means for 


satisfying existing needs, or after joining, the group ac- 


oe Ree ROR 5 


i theodore M. Newcombe, "Varieties of Interpersonal 


Attraction. In Group Dynamics, Research and Theory, ed. D. 
Cartwright and A. Zander, (Evanston, Illinois: Row Peterson 


and Company, 1960), pp. 104-106. 
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quires unpleasant properties it will have a negative 


valence (cathexis) for him. 


The valence or cathexis the group has for the 
individual is a composite of specific valences group 
variables have for satisfying the needs of the individual 
and it is important that some of these variables be 
identified in an effort to determine how they impinge upon 


worker satisfaction. 


One of the more obvious sources of satisfaction will 
be the degree of attractiveness group members have for the 


individual and conversely the degree of attractiveness the 


48 


individual has for the group. Two studies by Van Zelst 


were intended to test the validity of this hypothesis.4? 
These studies, carried out with construction tradesmen, 


were designed to test the impact of sociometrically arrang- 


480i Lliam F. Shyte, drawing heavily on the work of 
Sayles, Zaleznik, and Seashore, suggests that ethnic affilia- 
tion and age of group members are important determinants of 
group abstraction. - In addition, Whyte claims that workers 
prefer work groups of their own sex to mixed group s and that 
social class backgrounds have been found to be important to 
vorkmen when evaluating group attractiveness. William Foole 
Shyte, Men at Work (Homewood, Illinois: The Dorsey Press, 
inet. 19@h)-pepp 705394550: 


49p-ymond Van Zelst, "Worker Popularity and Job 
Satisfaction." Personnel Psychology, 4 (1951), pp. 405-412 


Also see, Raymond Van Zelst, "Sociometrically Selected Work 
Teams Increase Production." Personnel Psychology, 5 (1952), 
po. 175-185: 
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72 
ed work groups ("buddy" work teams) on individual satis- 
eee In these studies, workers were asked to se- 
lect two other persons with whom they would like to work. 
Groups formed in this manner were believed to reduce in- 
tergroup disputes, improve productivity, and contribute 
positively to worker satisfaction. Results obtained con- 
firmed that worker acceptance by his work team results 
ina "feeling of contentment and satisfaction in the jobe 
The acceptance of the work team by the individual is also 
conducive to improve morale and was well summed up by the 
reported comment of one of the workers, "the work's a lot 
more interesting when you are working with your buddies. 
You certainly like it a lot better anyway es Not all 
situations lend themselves to the development of groups in 
this manner, however. Many times the individual does not 
have first hand knowledge of those persons he will be inter- 


acting with. In instances such as this, it has been argued 


that a person will prefer to be placed in a group which is 


ee tn other words, groups were so designed to "bring 
individuals together who were capable of harmonious relation- 
ships, and so create a social group which could function at 
maximum of disruptive tendencies and processes." See Van 
Zelst, "Worker Popularity and Job Satisfaction," op. cit., 
p. 406. 


acre Zelst, "Worker Popularity and Job Satisfaction." 


Opn Cit. fADer sho: 


3 eran Zelst, "Sociometrically Selected Work Teams 
Increase Production: op. cit., p. 184. 
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73 
Similar to the individual with respect to abilities and 
opinions. Both Zander and Havelin, and Berkowitz, Levy 
and Harvey in seperate studies investigated this kind 
of condition exper imentally.>* These studies, involved 
groups ee service personnel of equal rank. It was hy- 
pothesized that each individual has a need to evaluate 
his opinions and abilities, and that in making such ev- 
aluations, he compares himself with others. Thus, given 
a range of possible persons for comparison, the indivi- 
dual will tend to choose someone similar to himself. Re- 
sults confirmed that persons have a desire for self ev- 
aluation, and that they choose to compare themselves with 
persons who are most like themselves. It was also found 
that individuals will choose to associate with persons 


who are similar to themselves and will avoid persons whose 


competence differs greatly from their own. 


There is some evidence to suggest that the worker's 
satisfaction with his job is also related to his opportuni- 
ty to communicate with other group members. Bavelas, for 
example, created groups in which it was necessary for memb- 


ers to solve problems through the exchange of information 


> 2 iarin Zander and Arnold Havelin, "Social Compari- 
son and Interpersonal Attraction." Human Relations, 13 (1960), 
pp. 21-32. Also see, Leonard Berkowitz, Bernard I. Levy, 
and Arthur R. Harvey, "Effects of Performance Evaluations 
on Group Integration and Motivation." Human Relations, 10 


(1957), pp. 195-208. 
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74 
among members. >* Communication, however, could only be 
along predefined channels. Bavelas found that the aver- 
age level of satisfaction was higher among members who 
could converse easily with one another than for those 
who were isolated from the others. Closely akin to the 
significance of communication on satisfaction, is the re- 
latzenship of group size to;worker satisfaction. In an 
attempt to explain the inverse relationship between the 
size of a group and the satisfactions of its members, 
Indik made an intensive study of group size in three or- 
ganizations.~> Specifically, he hypothesized that the 
size of a group has a direct and negative affect on com- 
munication channels, Tpereseee specialization, places 
greater reliance upon impersonal forms of control, and 
forces the use of inflexible bureaucratic rules and re- 
gulations which will in turn, result in lowered worker 
morale. Although the study did not confirm the effects 
of size on forms of group control and problems of coor- 
dination, it did indicate that larger groups retard com-— 
munication, preventing the worker from actively partici- 


pating in dicisions, and therefore contributing to reduced 


347 Lex Bavelas, "Communication Patterns in Task- 


Oriented Groups." In Group Dynamics, Research and Theory, 
(8rd edition), op. cit., pp.503-4511. 


eopernaed P. Indik, "Organization Size and Member 
Participation." Human Relations 18 (1965): “pps 339=350- 
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morale. 


In this section a variety of group related factors 
and their consequences have been discussed. It must be 
pointed out however, that many of the group conditions 
discussed here will not have equal effect on all workers. 
Indeed there are individuals who would prefer work situa- 
tions which limit the amount of interaction they have with 
co-workers. Whyte, in exploring this problem states, 
"there are some individuals who are accustomed to inter- 
acting almost constantly, whereas there are others who 
feel at ease only when they are alone most of the time. 

He goes on to point out that some people seem to look 
primarily to their superiors for approval whereas others 
look primarily to their peers and that group members who 
are peer oriented are more cohesive than when members are 
oriented toward organizational superiors. He sums up his 
argument by stating that "the individual who grows up un- 
der the firm (and accepted) control of his parents and who 
has little peer group experience will tend to be vertically 
oriented; the individual who does not experience such par- 
ental control and who has led an active peer group life 


ew | 


will tend to be horizontally oriented. It does seem 


Oi tliam Foote Whyte, op. cit., pp. 529-530. 


57Wi11liam Foote Whyte, op. cit., p. 543. 
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76 
plausible to assume, nevertheless, that all persons value 
Some interaction with their co-workers, that they wish to 
accept and be accepted by them, and that when work condi- 
tions prevail which inhibits the achieving of these goals 


the individual experiences some measure of dissatisfaction. 


Wages 


The importance wages play in the determination of 
worker satisfaction have been at the center of much con- 
troversy for several years. In the early part of this 
century, it was believed by some that the size of the work- 
er's paycheck was highly correlated to his level of sat- 
isfaction. Thompson, for example, made reference to the 
primacy of worker income on satisfactions as a result of 
his three year investigation of industrial concerns locat- 
ed in twelve American ange Taylor lent support to 
this view when he argued, "what the workmen want from their 


employers beyond anything else is high wages." 


Subsequent studies, however, have created some 
doubt as to the centrality of wages in creating positive 


Satisfaction, although there is reason, to belteve that it 


ibe Bertrand Thompson, "Scientific Management in 
Practice." Quarterly Journal of Economics, 29 (1915), pp. 
262-307. 


9 . . 
: See. Frederick Winslow Taylor, The Principles of 


Scientific Management, (New York: Harper and Brothers, 1914), 
De LO: 
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is a major contributor to negative satisfaction. Haire 
and Gottsdanker, in the study of retail store clerks, for 
example, found that only nine percent of all things men- 
tioned as to why an employee likes his job fell into the 
category of wages. In picking the most important deter- 
minant of a good job, pay came off even worse; only three 
percent of the workers picked it as the most important 
determiner of a good job. Yet, when asked to specify the 
aspects they would look for when seeking a new job, twenty- 
four percent of all factors mentioned fell into the cate- 
gory of wages .°° Herzberg also found that responses to 
questions regarding conditions which make a worker satis- 
fied or dissatisfied in his job showed wages to be one 
of the most frequent sources Sr Se HG Se but infre- 


61 Fur- 


quently mentioned as a source of satisfaction. 
ther, Locke and Bryan set about to test the hypothe- 
sis that "monetary incentives can affect behavior only 


through or by means of their effects on individual goals, 


60Maison Haire and Josephine S. Gottsdanker, "Fact- 
ors Influencing Industrial Morale." Personnel, 27 (1951), 
pp. 445-454. 

61 


Herzberg says that "Five factors stand out as de- 
terminers of job satisfaction - achievement, recognition, 
work itself, responsibility, and advancement.... (and) the 
major dissatisfiors were company policy and administration, 
supervision, salary, interpersonal relations and working 
conditions." See Frederick Herzberg, Work and the Nature 
of Man (New York: The World Publishing Company, 1966), pp. 


72-74. 
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78 
or intentions."©2 Results confirmed that unless incen- 
tives have some instrumentality to enable the worker to 
arrive at a goal, his wages will not substantially 
affect his satisfactions. However, this is not to imply 
that wages in themselves can be a source of positive 
satisfaction. Rather, only to the extent that workers 
are inhibited from reaching the goals they aspire to, 
because of their income, will wages be a form of dis- 
satisfaction; the reaching of these goals, however, does 
not conversely mean that wages are a source of positive 
satisfaction, the satisfaction, as Herzberg points out, 


actually lies in the attainment of the goal.©3 


It is believed that so long as wages remain 
above a certain minimum, therefore satisfying basic 
economic needs, and so long as increased income is not 
instrumental in the satisfying of higher level needs an 


increase in earnings will not substantially change worker 


62rawin A. Locke and Judity F. Bryan, "Goals and 
Intentions as Mediators of the Effects of Monetary Incen- 


tives on Behavior." Organizational Behavior and Human 
Per fo rmance; '3'" (1968), Spps .157-189. 


©3S ee, Frederick Herzberg, Bernard Mausner, and 
Barbra Bloch Snyderman, The Motivation to Work (New York: 
Té6hn Willey and¢ons *Ine. 945959) Sorel EPy, 
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, 64 
Satusfactaons, However, should the level of pay be so 
low as to pose a threat to the satisfaction of important-— 
ly held needs, income will then act as a source of dis- 


Patistaction.. 


It has been suggested that satisfaction levels 
stemming from the receipt of wages is dependent, not so 
much on the absolute amount of these earnings, but on the 
relationship between the amount and some standard of com- 
parison used by the individual.°° Thus, if a workman 
compares himself to a co-worker who he "views" as having 


fewer credentials, it can be expected that the worker will 


arate and Kahn point out that workers earn rewards 
merely through membership in an organization. Government, 
industry and educational institutions offer retirement pen- 
Sions, sick leave, health examinations and other forms of 
fringe benefits as well as cost-of-living and across-the- 
board wage increases. Many of these benefits however are 
provided without differentiation of organizational members 
and are therefore not a source for providing increased 
positive satisfactions. Daniel Katz and Robert L. Kahn, 


The Social Psychology of Organizations (New York: John 


Wiley and Sons, Inc., 1966), pp.336-389. 


See Mason Haire and Josephine S. Gottsdanker, 
OD etctes,; pe 452: 


66, awler and O'Gara, borrowing from Adams, hypothe- 
size that "inequity exists for Person whenever he perceives 
that the ratio of his outcomes to inputs and the ratio of 
Other's outcomes to Other's inputs are unequal either (a) 
when he and Other are in direct exchange, or (b) when both 
are in an exchange relationship with a third party and Per- 
son compares himself to Other." Edward E. Lawler, III, and 
Paul W. O'Gara, "Effects of Inequity Produced by Underpay- 
ment on Work Output, Work Quality and Attitudes Toward the 


Work." Journal of Applied Psychology 51 (1967), pp. 403-410. 
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80 
experience some degree of dissatisfaction. Homans studied 
this very situation ina large firm. “In a part of the bil- 
ling department of the company, there were two groups of 
female clerical workers, cash posters and ledger clerks. 
One group, the cash posters, did the fairly routine and 
monotonous task of entering paid bills on the customer's 
account. The other group, the ledger clerks, were requir- 
ed to record address changes, make breakdowns of over and 
under payments and deal with other employees and customers 
on the phone. An employee had to be a cash poster for 
several years before becoming a ledger cler, However, al- 
though the ledger clerks had higher status, they were 
nearly all paid the same as cash posters. This situation 
led to some dissatisfaction among the women as results of 
an open ended interview indicated. Approximately 75 per- 
cent of the ledger clerks stated that "the situation was 
unjust and that they should get a few dollars more," be- 
cause of their seniority and greater skill. Dissatisfac- 
tion was not in the wage level per se, but rather in the 


fact that it was the same as the lesser skilled cash post- 


67 
Caer 


The corollary of the situation investigated by 


"George Homans, "Status Among Clerical Workers." 


Human Organization, 12 GE953;) “pp... S=iUe 
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81 
Homan's is also true; that is, if a worker perceives that 
he has credentials equal to those of a co-worker, but is 
receiving less pay, he will feel dissatisfaction. Adams 
discusses an empirical study conducted by Clark which in- 
vestigated this situation. Clark's study consisted of two 
groups of supermarket employees, cashiers and wrappers. 
Cashiers were generally full time employees who had high- 
er status and better pay than the wrappers. The wrappers 
were mostly part time employees who were better educated 
than the cashiers, many being college students, and gen- 
erally older than the cashiers. Results of interviews 
confirmed that wrappers were "quite explicit about the 


inequities in wages that existed. "°% 


Another situation of worker dissatisfaction result- 
ing form wage disparities is postulated by Pritchard. Al- 
though not providing empirical verification, he proposes 
that dissatisfactions can arise when an individual per- 
ceives that the wages he is receiving are not compatible 
with what he believes his services to be worth. This "in- 
ternal standard" as Pritchard identifies it, is not based 


on any worker-co-worker comparison, but rather on the in- 


Ger. Stacy Adams, "Inequity in Social Exchange." 
In. Advances in Experimental Social Psychology, ed. Leon- 
ard Berkowitz, Vol. 2, (New York: Academic Press, 1965), 
pp. 176-211 
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82 
dividual's past experience and his knowledge of the "mark- 
eGivalue* sof his Sskidise?? Therefore, when wages are be- 
low the going rate for a position, some degree of dissat- 


isfaction will arise. 


This section has taken the stand, much in the 
tradition of Herzberg, that workman earnings do not large- 
ly contribute to positive satisfactions. Rather, money 
used to purchase goods and services not essential to the 
individual's well being serves only as a source of satis-— 
fying higher level needs. In other words, high pay as a 
direct reward for outstanding performance becomes instru- 
mental in satisfying egoistic, recognition and/or achieve- 
ment needs, but the money itself takes on very little va- 
lence. On the other hand, earnings will become the cause 
of dissatisfaction when insufficient wages prohibit the 
acquisition of essential items, food, clothing, shelter 
and the like. Minimum wage laws, government subsidized 
income payments and various private insurance benefits all 


serve to alleviate dissatisfactions arising from inadequate 


wages. 


The major source of negative satisfaction is to 


be found in the equity of wages. That is, equity in the 


O° Robert D. Pritchard, "Equity Theory" A Review and 


Critique." Organizational Behavior and Human Performance, 
4 (1969), pe.) lye-211- 
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83 
sense that earnings of the worker can be used as an ex- 
ternal standard to compare his pay with co-workers or an 
internal standard to assess the adequacy of the wage re- 


lative to the demand of the job on the individual. 


Summary 


This chapter has presented several findings from 
specific research investigations concerning job conditions 
which reflect on worker satisfactions. The studies dis- 
cussed have been selected on the basis of their ability 
to shed light on practical issues which are important where- 
ver rank and file workmen are involved in the daily ac- 
tivities of multi-level organizations. However, most of 
the studies have shown a causal relationship between some 
characteristics of the job and job satisfaction which may 
lead one to believe that the satisfactions of an employee 
are dependent upon situations and conditions which exist 
in the work environment. In turn, one may be led to con- 
clude that employee dissatisfaction may only be remedied 
by a close examination and change in the work situation. 
Nothing could be further from the truth. Although the 
working environment is extremely important, there looms 
the possibility that a workman's satisfaction, both posi- 
tive and negative, have little to do with the work setting 


but rather are reflections of some personality trait he has. 
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84 
The evidence presented in this chapter however, does not 
take onto account this idea that different people react 
in markedly different ways to the same environmental stim- 
ulus. Rather, what has been presented is representative 
of the average effects certain factors have on the work- 
ing population. The mentioning of individual personality 
differences in no way reduces the usefulness of these 
studies, but rather serves to alert one to the fact that 
the "worker satisfaction coin" is two sided. On the basis 
of the findings of the studies reviewed, it may be conclud- 
ed that a work role most conducive to job satisfaction 
appears to be one which provides a high degree of control 
by the incumbent over a variety of activities, has consid- 
erate and participative supervision, provides an opportun- 
ity for interaction with a worker's peers, and pays an equ- 


itable wage. 
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CHAPTER IV 


THE IMPACT OF SATISFACTION ON TURNOVER, 
ABSENTEEISM, AND SATISFACTION 


Introduction 


The second chapter considered conditions which are 
thought to explain the psychological processes by which be- 
havior is determined. In that chapter it was argued that 
a person has a system of needs arranged in a hierarchial 
order, the gratification of which are central to the sat- 
isfaction of the worker. It was also pointed out that all 
behavior takes place in situations which include both phy- 
Sical and human objects and that these objects take ona 
range of positive-negative values often referred to as a 
valence or cathexis. These valences, which are determined 
by the individuals affective responses to an object, are 
significant for the individual and become organized into 
what has been referred to as the individual's system of 
orientations. It was further stated that the system of 
orientations is composed of a great number of specific 
orientations, each of which will enable the worker to ev- 
aluate the goodness of various situations and conditions. 
Pursuing this thought, the third chapter examined various 


work factors which give rise to the range of satisfactions 
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agworker holdswfor his job. 


What has not been considered to this point, how- 
ever, is the implications that workman satisfactions have 
for determining work role behavior. It is therefore the 
intention of this chapter to review the evidence which 
distinquishes the behavior of satisfied workers from 
that of workers who report to be dissatisfied, by examin- 
ing some of the literature which bears upon turnover, 


absenteeism, and job performance. 
Job Satisfaction and Turnover 


It may be assumed that workmen who reflect a po- 
Sitive valence for their job will also experience a great- 
er force to remain at the job than those who experience a 
negative valence for their one This hypothesis may be 
considered supported if individuals who report a high lev- 
el of job satisfaction are also less likely to leave their 


jobs than individuals who report a low level of satisfac- 


£210. 


In a recent study, Hulin set about to validate the 


Rrnoor suggests that "the probability of resigna- 
tion would be expected to be a function of the difference 
in the strength of two sets of forces - those acting on the 
person in the direction of remaining in his present job 
and those acting on him in the direction of leaving." 
Victor Vroom, Work and Motivation, (New York: John Wiley 


and: song, ine., 1964)5 9p. 77: 
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87 
hypothesis posed above. Specifically, he wished to deter- 
mine (a) if job satisfaction and turnover are related; and 
(b) whether increased job satisfaction could reduce first 
level worker Coenen The company in which this study 
was carried out employed approximately 400 female clerical 
workers. Turnover of this staff was about 30% per year 
which was not only high on an absolute scale but also high 
relative to the twenty percent turnover rate fifteen other 
firms in the same area were experiencing. The company 
tested ranked either first or second in turnover in the 
last ten years among this group of companies. Ecological 
factors which contribute to high turnover rates (i.e. gen- 
eral economic conditions of the area, labor market condi- 
tions, and competition for staff from other firms) and 
the characteristics of females in the work force (age, 
marital status, previous experience, domestic responsibil- 
ity, and pregnancy) were uncontrollables but were common 
to the other firms in the area who had much lower turn- 
over rates. Therefore, consideration was given to the 
role job satisfaction and dissatisfaction played in con- 
tributing to the higher turnover rate. Results of the Job 


Description Index indicated that dissatisfaction occurred 


‘ eheriee Ls, Hulin; “Effects (of Changes,iniJob Sat- 
isfaction Levels of Employee Turnover." Journal of Applied 
Psychology, 52 (1968), pp. 122-26. 
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88 
with work content, pay, supervision, co-workers, and pro- 


motional opportunities.» 


These results spurred the company's management in- 
to making several revisions. First wage and salary polic- 
ies were made more consistent across departments (previous- 
ly salary scales differed from department to department 
for similar work), secondly, regular salary reviews and 
a formalized merit-raise plan were instituted; thirdly, 
workers were encouraged to make changes in their own jobs 
so that they could have a more responsible job within their 
job classification, in other words, they were eevee Eo 
enrich their jobs; and fourth, a policy was initiated 
which encouraged intra-company transfers so that workers 
could move from one department to another where they felt 


they would have a better chance for promotion. 


Two years after changes had been implemented, re- 
sults showed that of the five areas examined for satis- 


faction, four showed significant increases. Only satis- 


3 the Job Description Index was constructed to mea- 
sure five separate aspects of job satisfaction and to give 
a total satisfaction score. Satisfactions measured involve 
the type of work done, the equality of pay, the satisfaction 
with supervision, promotional opportunities and policies, 
and satisfaction with co-workers. See Patricia Cain Smith, 
Lorne M. Kendall, and Charles L. Hulin, The Measurement of 
Satisfaction in Work and Retirement (Chicago: Rand McNally 


& Company, 1969). 
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89 
faction with work content did not show a Significant in- 


crease, although an increase was indicated. 


Most important, however, is that the findings al- 
SO pointed out that although there were no Significant 
changes in the labor market over the two years of the 
study (age, level of education, job level, and so on, re- 
mained about the same), turnover rates were reduced to 
less than twelve percent, while mean turnover for the 


other fifteen companies averaged 24.3%. 


Friedlander arrived at a similar conclusion as 
Hulin as a result of a study he Fadauentaw Although, 
his experimental group were professional scientists and 
engineers rather than rank and file workmen as this paper 
is concerned, results indicated that such factors as sup- 
ervisory opinions, management policies, and pay were a- 
mong the factors given by 80% of the employees as reasons 


why they left the organization. 


In a study of 2680 skilled females working in 48 
sections of a large company, Ross and Zander found a strong 
correlation between repetitive work, need satisfaction and 


relia ate The results of the study showed that over a 


4 prank Friedlander and Eugene Walton, "Positive and 
Negative Motivations Toward Work." Administrative Science 


Quarterly 9 (1964), pp. 194-207. 


PRAe Cc. Ross and Alvin Zander, "Need Satisfaction 


and Employee Turnover." Personnel Psychology, 10 (1957), 
pp. 333-343. 
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four month period approximatley seven percent or 169 wo- 
men of the test group resigned. Exit interviews reveal- 
ed a high degree of dissatisfaction with repetitiveness 
of the work which did not permit a feeling of achieve- 
ment (defined as a feeling that one is doing something 
important when one is working) and recognition (defined 
as the extent to which the employee is informed about 


the quality of her work). 


Earlier studies, notably by Wickert and Kerr, have 
also confirmed the negative correlation between turnover 
and satisfaction. In the Wickert study, for example, it 
was found that switchboard operators who felt they were 
making a Significant contribution to the company, remain- 
ed on force longer than girls who did not feel they could 
make decisions or that they were contributing to the con- 


Genie 


Kerr, as a result of two separate studies, found 
that the highest turnover rates were in departments; (a) 
where work tasks were high in monotony, (b) group morale 
was low, (c) jobs had low social prestige, and (d) hourly 


7 
earnings of employees were low. 


Crrederick R. Wickert, "Turnover, and Employee Feel- 
ings of Ego Involvement in the Day-to-Day Operations of a 


Company." Personnel Psychology, 4 (1951), pp. 185-97. 


‘willard A. Kerr, pabor Turnover, ana Lt "Ss Corral 


ates." Journal of Applied Psychology, 31 (1947), pp. 366- 
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It should not be implied that turnover of employees 
is solely the result of dissatisfaction. A certain amount 
of turnover is unavoidable because of inevitable contingen- 
cies such as disability, retirement, and death. Some vol- 
untary turnover is also beneficial if it enables people to 
utilize their abilities more effectively in other OD ane 
Also, too little turnover may be a reflection that employe- 
es are tied to their jobs by pension rights and other ben- 
efits related to long service. Nevertheless, a high index 
of labour turnover as the studies cited above contend is 
a warning that something is wrong with the satisfactions 
of the work force and although it does not diagnose speci- 
fically what is wrong, it does suggest that remedial action 


should be taken. 
Job Satisfaction and Absenteeism 


In a sense, a worker makes a daily decision as to 
whether or not he will appear for work. If, on any given 
day the consequences of not going to work are more attrac- 
tive than those expected from going to work, the worker will 
stay home. The converse of this is also true, that is, if 


the valence of going to work is greater than the valence 


rene advances the thought that "when the valences 
of outcomes are not attainable at the present job and the 
expectancy of attaining them at another job are greater than 
the valence for the job, then it can be expected the indivi- 
dual. will move on. See Victor Vroom,_6p, cit. p. 178. 
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for staying home, the worker will go-to work.” 


Although there are a large number of reasons why 
a person will be present or absent from the workplace, it 
can be hypothesized that if a worker derives satisfaction 
from participating in his work role, he will be less of- 


ten absent than the worker who is dissatisfied with his 
10 
job. Implicit in this hypothesis is the rationale that 


job satisfaction is negatively related to absenteeism. l 


Evidence concerning the relationship between job 
satisfaction and absenteeism confirms the hypothesis. 
Sinha, for example, studied the relationship of attendance 


to job satisfaction in the works department of the Tata 


*victor Wroom sop nc tery. Ths. 


10 upporting this statement are three outcomes of 
Gibson's review of the literature. He concluded that (1) 
Absences of personnel with high work identification will 
be less frequent but of a longer duration than absences 
of personnel with low identification. (2) Frequency of 
absences will vary inversely as their identification with 
the work group with which they are normally associated. 

(3) The more isolated socially a member of the staff, the 
more easily he can legitimize absence. It will be especial- 
ly easy when work identification is low and when the staff 
member values social contacts at work. See Oliver R. Gibson 
"Toward a Conceptualization of Absence Behavior of Person- 


nel in Organizations." Administrative Science Quarterly 11 
6n96 7)e peppy slO0'7 13:3. 


Pea aeg ent for purposes of this paper may be 
considered as any unexcused absence which requires a re- 
placement in the workrole for half a day or more. See Paul 
Pigars and Charles A. Myers, Personnel Administration (New 
York: McGraw Hill Book Company, 1965), pp. 278-279. 
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Iron and Steel Company at Jamshedpur, India. +? 


Analyz- 
ing the overall rate of absence of some 800 workers em- 
ployed in the department, seventy-two workers with the 
highest rate of absenteeism and one-hundred-and-fifty- 
Six with the lowest rate were isolated for study. FLtey 
workers from each of the high and low groups were random- 
ly selected. A multi-dimensional job satisfaction sched- 
ule was given to each one of these workers and the score 
obtained on it was studied in relation to the attendance 
record. Results showed that the low absentee group had 
Significantly higher job satisfaction, Analysis was al- 
so made of four component areas of job satisfaction; 
nature of the work, wages and security, supervisors and 
supervision, and the company's overall personnel policy. 
There was a general tendency among the low absentee group 
to have higher satisfaction scores in all four areas 
leading the researcher to conclude that these variables 


were important in the behavior which is manifested in 


absenteeism. 


Patchen, in his study of absences of 1,500 non- 
supervisory workers in a Canadian oil refinery, found 
employee absence rates to be related to their feelings 


ne a eE Ginna annn et ence cn 


2 purganand Sinha, "Job Satisfaction and Absentee- 
jem." Indian -dournal of Industrial Relations, 1 (1966), 
e iY SS Se ee eee CC 


pp. 89-992 
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94 
of fair treatment with regard to promotions and fairness 
OWE pa e The measure of absences used were the frequen- 
cy of absences in a year regardless of the length of each 
absence. Results showed that men who felt that their 
chances of promotion did not "measure up to what it was 
fair for them to be" had a significantly higher number 
of absences per year than those who felt that the pay 
for the jobs they were doing should have been higher, 
had significantly more absences than those who felt that 
their pay was fair. The most important characteristic 
which was noted in this study was the fact that "the 
actual pay rate showed little relation to absences. It 
was the perceived fairness of pay, not the actual amount, 


14 


which counts.’ 


Argyle, Gardner, and Cioffi, in a study of 90 fore- 
men in eight British manufacturing companies, found that 
foremen who had low subordinate absenteeism were found to 


; ; ibs) 
be more democratic than those with high absenteeism. 


Metzner and Mann, in two separate studies which in- 


cluded males in both blue collar and low level white collar 


I3Martin Patchen, "Absence and Employee Feelings 


About Fair Treatment." Personnel Psychology, 13 (1960), 
pp. 349-360. 
14 tpid., De Joc 


Se eral Argyle, Godfrey Gardner, and Frank Cioffi, 
"Supervisory Methods Related to Productivity, Absenteeism 
and Labor Turnover." Human Relations 11 (1958), pp.23-40. 
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jObs, soundsthat ja fairly consistent negative relation- 
ship existed between job satisfaction and absenteeism. © 
Although it should be noted that this relationship did 
not exist for women. However, Kornhauser and Sharp, 
studying the absence of women factory workers, reported 
that the "unfavorableness of job attitudes is slightly 


correlated with lost time."17 


The evidence presented here confirms that there 
exists a negative relationship between job satisfaction 
and rank and file attendance although this relationship 
is not well established for women in non-supervisory 
work roles and further investigation in this area is re- 


quired. 
Job Satisfaction and Performance 


It is commonly held that increased worker satis- 
faction automatically leads to increased productivity 
and conversely, when the worker experiences dissatisfy- 
ing work situations, he accordingly responds with reduced 
productivity. This assumption apparently rests on the 


supposition that a workman will demonstrate his grati- 


aooen Metzner and Floyd Mann, "Employee Atti- 


tudes and Absences." Personnel Psychology, 6 (1953), 
pp. 467-485. 


a nesaner W. Kornhauser and Agnes A. Sharp, "Em- 
ployee Attitudes: Suggestions from a Study in a Factory. 


Personnel Journal, 10 (1932), pp. 393-404. 
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tude for the satisfying work conditions he experiences by 


more readily accepting management goals of higher output. 


Several studies, however, have raised serious 
questions about the validity of this assumption. The 
classic study often cited was conducted by Kornhauser 
and Sharp in the Neenah, Wisconsin mill operated by Kim- 


18 Between two and three hund- 


berly Clark Corporation. 
red girls between ths ages of 19 and 25 years were em- 
ployed in various routine repetitive jobs. Question- 
naires were used to determine the level of satisfaction 
with supervision, wages, work content, and personnel 
policies and were related among other things, to perfor- 
mance. The finding on this relationship is summed up 

in the statement, "Efficiency ratings of employees’ show- 
ed no relationship to their attitudes.... In one group 
of girls three of the four with the most unfavorable at- 
titudes were first, second, and fourth in production 

and two with the most favorable attitudes were near the 


iS 
bottom in. production.” 


Gadel and Kriedt reported a study involving 193 


male I.B.M. operators which was designed to intercorre- 


8 . 
: Arthur W. Kornhauser and Agnes A. Sharp, op. cit. 


2) 
: Ibids;) p= 402. 
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7) 
late measures of job performance, job satisfaction, apti- 
tudes for the work, and interest in the work, 7° Signifi- 
cant relationships were found between aptitude for the 
job and performance and interest in the job and satisfac- 
tion; but there was no relationship between worker satis-— 


faction and performance. 


Brayfield and Crockett, as a consequence of tak- 
ing part in three unpublished studies plus a comprehen- 
sive examination of the literature, were led to conclude, 
"it appears that there is little evidence in the avail- 
able literature that employee attitudes of the type usu- 
ally measured in morale surveys bear any simple - or, for 
that matter, appreciable relationship to performance on the 


' Zi: 
Job." 


All the studies cited above have initially set out 
to investigate the ways in which increases in satisfaction 
might result in higher performance and have concluded that 
there is no correlation between these two variables. It 
is not clear, however, why one should propose that greater 


job satisfaction should result in greater productivity. 


20varqurette S:nGadel and Philip: HH. Kriedt, \"Re- 
lationships of Aptitude, Interest, Performance and Job 
Satisfaction of I.B.M. Operators." Personnel Psychology, 
SuGlL952)), ppv 207-242, 


ot aréhur H. Brayfield and Walter Crockett, "Em- 


ployee Attitudes and Employee Performance." Psychologi- 
cal Bulletin, 52 (1955), pp. 396-424. 
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It seems possible that one's valence for a job is related 
to maintaining a sufficient level of output to avoid be- 
mag; fired, but*it, is difficult to see why the worker would 
wish to extend his efforts beyond the rate management has 
considered satisfactory. The universe of this condition 
seems much more reasonable however; that is, whenever a 
person's satisfaction for the job is dependent upon his 
performance, then it may be hypothesized that as satis- 
factions increase, productivity will be positively as- 
sociated with it. (One must be cautioned from assuming 
that when satisfactions are on the wane, that ouput will 
follow. No studies were found to support this possibili- 


ty at all and only further research will reveal the accur- 


2 


acy of this Bea renene ny In other words it is proposed 


here that under these conditions performance causes sat- 


isfaction and not the other way around. 


mao yor and Fowler, for example, in a study of an 
automotives parts manufacturer, report a situation in which 
although morale was extremely low productivity was high. 
Employees however, were physically handicapped and suffered 
the deprived conditions because of fear they could not find 
employment elsewhere. W. J. Goode and I. Fowler, "Incen- 
tive Factors in a Low Morale Plant.” American Sociological 
Review, 14 (1949), pp. 618-624. 


23 
Lawler, inva recent study to determine if satis- 


faction leads to performance or if performance leads to sat- 
isfaction concluded that one can rule out the frequently 
found belief that satisfaction will affect performance. 
Edward E. Lawler, III, "A Correlational-Causal Analysis of 
the Relationship Between Expectancy Attitudes and Job Per- 


formance." Journal of Applied Psychology, 52 (1968), pp. 


462-468. 
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several studies serve to confirm this proposal, 


three of which will be discussed Homes a 


Georgopoulos, Mahoney, and Jones sought to ex- 
plain why some persons tend to be high producers while 


others, who are of similar backgrounds and doing simil- 


ar jobs, exhibit considerable variety in their pueoae. a 


Beginning with the notion that individuals have certain 
goals in common and that the achievement of these goals 
satisy certain needs these researchers arrived at a 
"path-goal" approach to relate satisfaction and output. 
This approach is based on the following two assumptions: 
(1) Individual productivity is a function of one's moti- 
vation to produce at a given level and this motivation 
depends upon the particular needs of the individual as 


reflected in the goals toward which he is moving; (2) 


245ee, Melvin Sorcher and Herbert H. Meyers, "Mo- 
tivating Factory Employees." Personnel (January-February, 
1968), pp. 22-28. I. R. Andrews, "Wages Inequity and Job 
Performance." Journal of Applied Psychology, 51 (1967), 
pp. 39-45. Edward E. Lawler, III, and Paul W. O'Gara, 
"Effects of Inequity Produced by Underpayment on Work Out- 
put, Work Quality, and Attitudes Toward the Work." Journal 
of Applied Psychology, 51 (1967), pp. 403-410. ‘Stacy J. 
Adams and William B. Rosenbaum, "The Relationship of Worker 
Productivity to Cognitive Dissonance About Wage Inequities." 


Journal of Applied Psychology, 46 (1962), pp. 161-164. 


eae S. Georgopoulos, Gerald .M. Mahoney, and Nyle 
W. Jones, Jr., "A Path-Goal Approach to Productivity." 


Journal of Applied Psychology, 41 (1957) ,. Pp. 345-353. 
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Secondly, the individual's productivity is dependent 
upon his perception regarding the relative usefulness 
of output or performance, as a path to the attainment 
of these goals. If a person perceives high producti- 
Vaityeas a path. to the goals he desires, he will bea 
high producer; if low productivity is seen as a path, 
he will be a low producer. Therefore if a worker has 
a need to be liked by his co-workers and sees high 
(Wow) productivity as a path to the attainmentsof! this 
goal, he will follow this path and become a high (low) 


producer. 


The data in the form of a questionnaire was 
collected from a medium sized, unionized, household 
appliance company; 621 members participated. Results 
showed that the percentage of high producers will be 
greater among workers having a high positive path-goal 
perception, than those with a low path-goal perception. 
When’ a given production rate is set, the percent rate 
of high producers, between those having a positive and 
those having a negative (or neutral) path-goal percep- 
tion, will be greater among workers who have a high 


rather than a low need for the same goal. 


Vroom investigated the relationship between 


worker ego involvement in a job and the level of the 
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workers per formance. “© 


Defining ego involvement as 
"the extent to which a person gets strong satisfaction 
from turning in a good performance," results obtained 
from 305 non-supervisory personnel indicated that em- 
ployees who were high in ego-involvement rated high in 
performance, and those rated low in ego involvement 
rated low in performance. Obviously, those workers who 
ZounC they received satisfaction from turning in a good 
performance were producing at a higher rate than those 


men who found little gratification for their needs com- 


ang -Erom jhagh output. 


Finally, Locke and Bryan also related perfor- 
mance to satisfaction in an experimental situation, 


ai Although the pri- 


using university undergraduates. 
mary focus was on the effects monetary incentives had 
on behavior, they also found that when performance 


rates were related to the goals and intentions of the 


individuals output behavior was enhanced. 


On the basis of the investigations presented 


here, two conclusions may be reached. The first is 


ee Vroom, "Ego Involvement, Job Satisfaction, 


and Job Performance," Personnel Psychology, 15 (1962), 
De: 159-77. 


27 sawin A. Locke and Judith F. Bryan, "Goals and 
Intentions as Mediators of the Effects of Monetary Incen- 


tives on Behaviors," Organizational Behavior and Human 
Performance, 3 (1968), pp. 157-189. 
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that there is little evidence to support the commonly 
held assumption that the increase in worker satisfac- 
tions will result in a corresponding improvement in 
performance. On the contrary, it seems that only when 
productivity is directly related to the satisfaction 
of worker needs, and then only when the worker perceives 
this connection, will satisfaction be positively related 


EO output. 


summary 


In this chapter an attempt has been made to ex- 
plain the negative relationship which exists between job 
satisfaction and both turnover and absenteeism. This re- 
lationship is derived from the proposition that the va- 
lence of the work role to the worker is directly related 
to the strength of the force acting on him to remain at 
the job. In other words, workmen who are highly attract- 
ed to their jobs should be subject to stronger forces to 
remain in them than those who are less attracted to their 
job. These Strenger forces to) remain-are reflected in 
a lower probability of behavior occurring which will take 


a worker from his job either temporarily or permanently. 


The basis for the relationship between satisfac- 


tion and performance are more complex. It has been shown 
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that greater satisfactions will not result in higher 
productivity or improved performance. On the other 
hand, when effective performances are related to the 
attainment of some specific goal then it is expected 


that performance and satisfaction may be related. 
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CHAPTER V 


CONCLUSION 


Though knowledge about job satisfaction princip- 
les have been growing as a result of psychological 
experimentation and research there has been little syste- 
matic application of this body of knowledge to the specifics 
of organizational functioning. Thus this paper has 
endeavoured to bring together investigations which will 
join the findings of research to the daily activities of 
men in the workplace. This has been accomplished through 
an examination of the relationship employee job satis- 
factions have to selected work behaviors. Existing 
theories have been discussed which shed light on the 
psychological processes of workers which are important 
in their determination of satisfying and dissatisfying work 
conditions. Also discussed have been work variables 
which will affect the positive or negative attitudes of 
workmen. Finally, the discussion has focused upon 
an examination of the impact job satisfaction will have on 
absenteeism, turnover, and work performance. This 


chapter summarizes the contributions which have been 
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discussed and in the process ties together the various 


chapters into a meaningful unit. 


Out of the search for an understanding of how 
workmen are motivated, there has emerged an appreciation 
of certain fundamental assumptions concerning human 
behaviors. First Of “all; ait appears! thatea good deal 
Of behavior is goal directed. Moreover, ‘research 
has proposed that individuals are attracted or repulsed 
by various stimuli as a result of emotional or affective 
processes. These processes are largely determined by a 
variety of needs which are conceptualized as existing in 
a hierarchy or prepotency. In addition the models of 
organizational behavior propose that behavior takes place 
in situations which include both physical and human ob- 
jects. These objects may be positively or negatively 
valued and this determines how a person will be oriented 
to them. Further it is suggested that the individual's 
behavior is a result of a summation of the various values 
(referred to as valences or cathexes) he assigns to factors 
which are related to certain outcomes. If the valence he 
has for a certain outcome is positive he will seek to attain 
that outcome if it is negative he will attempt to find an- 


other route to it or avoid the outcome completely. 
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If the worker is to develop a positive attitude 
towards his job it is important that the work itself 
provide sufficient variety, complexity, challenge, and 
exercise of skill to engage the abilities of the indi- 
vidual. Indeed if there is one confirmed finding "in all 
the studies of worker morale and satisfaction it is the 
correlation between the variety and challenge of the 
job and the satisfaction of the workers. There are in- 
Stances of people who do net want more responsibility 
and of people who are highly dissatisfied because of 
berg placed “inj Gobs’ witch axe? too: dxfivewl ee for them, 
but these are exceptions, by and large, people seek 
Gratification of their secondary level needs at the 
workplace and this is accomplished by the enrichment 
rather than the fractionalization of jobs. Where satis- 
faction with the content of the’ job is high, absenteeism 


and turnover is likely to be low. 


Another source of satisfaction for workers often 
results from the approval and support provided by super-~ 
visors. The worker will feel gratified if the supervisor 
sees the worker as an individual whose rights and feelings 
should be considered. Supervisors who also practice a 
democratic form of leadership will often find the satis- 
faction of his workers to be positive. Some of the 


research reviewed in this dissertation suggests that 
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where such a supervisory climate exists, absenteeism 
and turnover rates are low. 

Peer group approval is another important item in 
the development of worker satisfactions. Social support 
from peers can add to the attractiveness of the job and 
be a factor in the reduction of absenteeism and turnover. 
It will lead to increased productivity and quality of 
work, however, only if the norms of the peer group sanc- 
tion such performance.,.,.in many aindustrial-firms,. the 
norms of the peer group set informal standards for produc- 
tion which are not optimal from the company's point of 
view. The norms of the group generally sanction productive 
cooperation and support actions which protect the firm 
from disaster. The values of the group seldom approve, 
however, "The eager member, who wants to save the com- 
pany money through some brilliant suggestion or of the 


ambitious employee who seeks to train himself for a 


better position."* 


All too often, the approach taken in dealing 
with worker behavior problems has been oversimplified. 
Supervisors have either assumed that the organization 
was like a single individual, or that there was a single 


problem of satisfaction for the entire organization 


loge Daniel Katz and Robert L. Kahn, The Social 
Psychology of Organizations (New York: John Wiley and 


Soneeutncy 1966) 74D. 362: 
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with a single answer. This attitude has often led to 
the use of blanket rewards to the workmen in an effort 
to improve their satisfactions on the job. However, 
when rank and file work roles permit only a few psycho- 
logical rewards, the providing of increased material 
rewards in the form of wages, bonuses, and the like only 
lead to new difficulties, since this solution is by its 
nature not to do anyting about the on-the-job situation 
which is causing the problem, but to pay the worker for 
the dissatisfaction he experiences. The result is that 
the employee is paid for his dissatisfaction while at 
work and his wages are given to him to gain satisfaction 
outside the work environment. Management, therefore, 
helps create a psychological set which leads the employee 
to feel that the basic causes of dissatisfaction are 
built into industrial life, that the rewards he receives 
are wages for dissatisfaction, and the employee must 
seek his satisfaction outside the organization. 

One may be inclined to conclude that an individual 
whose needs are being fairly well met will be motivated 
to improve his performance and contribute to greater 
productivity. This is an unwarranted assumption not well 


supported by the literature. Quite the contrary, there 


eS 


2 See Chris Argyris, "The Individual and Organi- 


gation: Problems of Mutual Adjustment." Administrative 
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is strong evidence to Suggest that even though a workman's 
needs are being well met, that he is fairly well satisfied 
with his job and firm, and that he has a fairly, high. level 
of morale, he may not perform at his best; in fact, he 
may intentionally restrict his output and actually work 
against the company goal of increased production.> The 
relation between need satisfaction, morale, employee job 
performance, and productivity is much too complex for one 
to assume that satisfaction of individual needs will auto- 
matically lead to better job performance and increased 
productivity. It seems that only if a worker views high 
productivity as a path to the attainment of one or more 
of his personal goals in the work situation will he tend 
towards higher output. Thus, it cannot be assumed without 
taking into consideration other relevant factors such as 
workgroup norms ; that avpositive corre batien \jbetween jneed 
satisfaction and job performance will exist. It is impor- 
tant to recognize, however, that in the long run the 
chances of good employee performance and higher productivity 
are greater if employees obtain a reasonable degree of 
need satisfaction or if they perceive their present activi- 
ties as leading toward need satisfaction in the future. 


This paper has examined some of the existing 


3Robert A. Sutermeister, People and Productivity 


(New York: McGraw-Hill Book Company, £969 07 pe 2-9 


‘ 
ie 
ae 
\ j 
ip a 
F { 
1 
ig: a. {oo z 
7 ay a + + 
} 4 i é ; 2 
rl ; 
i 
gen ee 
{ c * 4 ae Wale , 
ba i, 
= 2 . "i d 
a - 4 , 
y vt aa role oa . eee oan f 
Ly hie > Mb LU ; = an ce i te 
k 
x ' 
il ~ 
{ tT Ps i - ah: fr a 
; : " ws 4 AS ——— i + oye ; 
Lt : 7 iiapo ‘ R t% Pate Ta @ ie e 4 Wy Ad ~ ia Eaekh-3) 2) Lined ats XA : 
f ° oo ~ 
ry iy ‘ . - ‘ dr ae om i 
Saks LesGyere rt So@p’ space sit venta 
— — seal - " F; n 
<a 
, i 
7 ‘a . Sst -. cere bee 
Cae i ‘or . io ~ < : = 
‘ 4 . ‘ 7 > ‘ : / 4 4 i Ps) wn Sets. aie ee oe 
% “te ae J a C9 i 1 i a 1 te id 7h 
oe, 
« a * a 4 fay 
“ / "ee ne ts) EG Pky fale > ee Bae oF SE 
> ‘ 
. f is * . a 
‘ \ ; . — , , Po ter os “vay om) Cate se) re gey t= 
i ln eli aes ‘ . oe { % Ia Oi RS Opa =k ee 
‘ 
7 >. { 
- “- > » 
* o | te ~ To or > 
a to ie =) — tom ~»9 Veh aw ae 
id 
V4) 
i ‘ 
i . A le ? _ 7 - f 
” ; FeO oe « iIeQvs CH Va EV £ 
y = 7 i 
M ir 


¥ ¥J * _ : a a 
: ry one 5 Dw rie Pi a): a To ann ee ee » . 
om Ce Sea Bt noe ate7 ak eleoe Innessaq- Bit 


ey | ae ai Vi” | eek ei ; whee: ws a » . doused ey 
oe Ce: TOES aS), «ae — > SSM. ial ME “pan tad St 
“ oa P . mal | 7 i t ' : a : 
"ee | : ee 
iim f ent 4 Shs 
CRC age LOT OO BE te vetehemes oon en 


i . ey é : ii je ¥ ta Ate B it shee «: a a i a md a abte 
: F ha Capi Wh ia? Pia oh. fe wee hee Ae oa BES \ ato t we pe - ed 


pos ie ad 2 
-— .. : ‘in 4 
c i . rh < —— i % or: 4 
: f Sol Jie i + i 4 ie $525 SI PAIX L Lene Fok tos ats not sie 


 wiophets ¢Hwdd bos scarey ey eat re ssa) 
Ws Yan a é eo B _ a tee. 
“ee SSteee : oolepogsee es ores ey oS emer 4S 


a 1 aa : > aa , vv : iy wa as er 


hy laos jeesees sve opt yeas. ve ‘x solgsotat 


ae va is q cS 


aay rast. a ois it¢< aka : sy Perey a ‘hoe - buswed ‘enihe 


wy : -. ; uae : —- @ 


*e 


we | ’ *f ome af) ‘ee 


ya ipl aagio 


. etd ——_ 


ae 


4 te? 


3 
ie 


109%a 
theories and empirical research reports "bearing on Various 
aspects of the relationship between the satisfactions of 
workmen, their motivations, and certain behaviors they 
exhibit in their daily work activities. A number of job 
variables have been isolated and the general nature of 
their effects on job satisfaction have been determined. 
Thus it appears that a job which has, among other things, 
varied duties, a high degree of control over the work 
itself, considerate and participative supervision, an 
Opportunity to interact with one's peers, and a pay 
schedule which provides equitable pay is most conducive 
to producing worker satisfactions. An assumption of this 
nature, however, could lead one to conclude that differ- 
ences in job satisfaction are soiely the result of 
differences in work variables. A conclusion such as this 
can be dangerous for 1t suggests that the level of satis-— 
faction experienced by two individuals performing similar 
work roles is the same. Logic tells one to question this 
type of supposition and the research discussed earlier in 
this paper has pointed out that satisfaction levels among 
workmen performing similar tasks are not necessarily the 
same. Indeed, the degree of variation in their Saristac— 
tions may be great. This seems reasonable in view of the 
fact that individuals will differ greatly in their motives, 


values, and abilities. Care must be taken, however, to 
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prevent going to the other extreme and seeking the 
explanation for workman satisfactions solely through an 
examination of their personality. Rather, any study 
which attempts to understand the causes of job satis- 
faction must Simultaneously study both factors; that is; 
consideration must be given to both the situational 
variables as they exist in the workplace and the 
personality characteristics of the incumbents occupying 


the work roles. 
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